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" PREFACE
)

Change is someth1ng we all know about and ‘have exper1enced We
are all some k1nd of author1ty on it. [f we are honest, most of us
_a]so will acknow]edge that we are never qu1te as effective at 1mp1e-'

ment1ng change as we wou]d 11ke>to be or feel we could be, if oh1y

This monograph is addressed to those honest p““p]e who adm1t that

their efforts at br1ng1ng about - change are 1ess than spectacu]ar--may
“be, -in tact rather 1ns1gn1f1cant\\ It also is intended to ‘speak . to the
"if on]y " by prov1d1ng a.spec1f:c_rat1ona1e to. support counse]ors

\

as change agents and a model counse]ors can use to develop a strategy

for change agentry.
A Bas1c to the deve]opment of our mode] and our 1deas has been the
work of severa] p1oneers in the f1e1d of change part1cu1ar1yfthat of
Ronald G. Have]ock.' We have learned 1mmeasurab1y frOm him bothﬁin"his‘
person and from his writings. If this monograph proves to be of worth
to coynse]ors, a great deal of the ‘credit must go to Dr. Have]ock and
the other researchers for what we have been ab]e to learn from<them

Throughout the monograph we have used the term "counse1or" in the
_gener1c sense to designate those who are in psycho]og1ca1 human’ services.
Most of our.examptes and i]]ustrations'are drawn from education, but
the pr1nc1p]es app]y to a]] 1nst1tut1ona1 sett1ngs

It 1s,our goa] that if you read th1s monocraph youlw111 never ‘be

the same. Y6u will- v1ew the. change process differently, and” you will

be more know]edgeab]e about how to effect change in ;9dr/env1ronment.

.
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If we are really successful, you will develop reneWing capab11ities
- within yourself and‘cohtinua11iﬁﬁqu toward. purposeful change. That
is what we are trying to do-—toﬁkxnive for self-renewal and to do what
. . ‘ '\ . . .

‘we do ever more effectively. We hopé‘you'wi11 join with us in the

effort.. , W . \

i



. ON BECOMING A CHANGE AGENT

by
Garry R. Walz & Libby Benjamin

CHAPTER I. THE COUNSELOR AS CHANGE AGENT

Seldom today is someone referred to as "a counselor." More typi-
cally s/he is known by a titfe'such,as career coﬁhse]or, drug counselor,
dropout counseler,_or financia].aids_counse1or._ We have entered'fhe
era of the‘prefig counse]br-fa person Qesignated to perform a speCfa]-_
ized counseling function. “This emphasis,on‘1abeling couﬁse]ors accerdi@g

-to what they do can be viewed as juét another exampie of the increasiqg
i:Specia1ization in'soeiety. The’post—ﬁndustria1 era has spawned armies.
of specia1ists--p1asfic surgeons (a ;pecia1'group.in themselves) who )
~ deal en1y with burns; football p]ayeré who only return.kickdffs; g
contractors who speciaTize_in'vacation homes. Perhaps it has'a1$0 :
produced counselors who shun.the_genera?ist role, adopt the c]qak of
specia]ist,'and see.0n1y'those whose needs match their talents and
.intereste. A]as, have we arrived at a time in human service when there
{5 a spetia1istefbr every human problem?’ Specialists may even be |
determining what our prob]ems are, rather than our problems determining
what sbecia]isté'We need.t Tif/f-

N

Whether we view our pres@ﬁi‘ieve] of speﬁia1izatioh as a high



degrée of human responSivenes; or as. another sign of the dehumanization
and fractionaiization ‘of whaflwe call "he]p to others," one thing is
clear:. we are 1nrrea51ngiy<responding to the need for new serVices

and new ways-of prov1d1ng those serVices by training new personne]

"It is easier to prepare/new people than 1t 1s to retread peop]e "

“Just change the person-—don t try to change someone's way of . thinking

or acting " P] nned obso]escence -works w1th people as well as products.

/
i

We beiieve that counselors and student services spec.aiists must
be.édept‘otpfaCiiitating change within themselves and.their working

environmeﬁts iftthey are to survive as a profession Vita], not inci-.

is -

_wdeﬁtoﬂ to their role as he]pers is the need for them to assist the

organizations of which they are members to innovate, renew, and undertakp
purposefui,_plonned change. It is our view.that many counse]ors remain
oﬁtsidg of the change effort because they neither,perceive.themseiveS'

as change agents nor have_change'agent skills. This monograph is |
designéd to asoist couhSe]ors to redefine their role to inc]ude‘Change
agentry, and to acquire initia]_skiiiflin faci]itating‘oe0p1e7program

change.

e

Rationale for Counselor Change Agentry

In thinkingjthrough their roles and functions, it behooves counselors
to assign a high priority to their responsibi]ities for and opportunities
to participate in pianned change. The following are some of the reasons

why we be]ieve the change role for counselors is crucial:

8
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i. %raditiona]]y, the counselor has been considered a dumping
groynd. Tasks that nobody e]se wanted to do have been given to the
'oounse1or. -The key word here 1s given. Lacking a_product]ve, reach1ng-l
out approach to deve]op1ng new programs and‘acqutrfng new.sk111s;
»codnselors have in the past played somebody else's ball game. If they
continue to aot«on1y at the initiative of others, what they do may
.deveTop into a'composite of residua]s--tasks that others cannot do,
will not do, or want somaone else to do | !‘ |
. Another breed of counse]or actively seeks out the present, maJOr
" needs and interests of clients and makes the program/personal changes
necessary to'help them. ’vDrug use, career detision making, and mate:
se1ect10n are JUSt a few of the areas: in Wh]bh some counse]ors have

acquired expert1se in order to meet’ nev and emerg1ng c11ent needs. To

shift pr1or1t1es and change emphases, however, requires that caunselors

!
/

be prepared and ab]e'to“change nhateved is needed'in themse1ve§, in
programs, or in the system To play the1r own ba11 game, they need to

be change agents and acqu1re change agent sktlls

A

‘2. "The client has - the prohlem“'is the usua1 emphasis in counsel-

ing.i Help is gtven to a client because s/he asks for 1t or because of
some 1nferred ma1adapt1ve behavior. .Recently we have come to realize
‘that the difficulty may very we11fbe‘not with the client but with the
system. We do have'sich'systems, organizations or groups that imoact

negatively upon’the peop1e~within them. So-called maladaptive behavior

or client problems may in rea]ity be client strengths--clients are




unwii]ing to accept what the system islasging of\them, ahd wtth‘.s"
'justiffcation, .The counselor with change %gent ska]s‘is'better‘ab1e
to dist%nguish between the system's -and théfonent's:prob1em because
s/he is able to d1agnose the system and knows how to work tor needed y
change within it. The counse]or who lacks sk111 1h chahge aéentry

may be unaware of or ignore cues that the sthem is a111ng ‘because s/he
ddes not know how to dea] with system prob]emi ‘ H1s>her d1agnos1s of

the need/prob]em w111 probab]y identify areas' of need in which s/he

fee]s POmpetent, i. e R work1ng with individual c11ent problems. By -t
a]ways regarding c11ent difficulties as prob]ems of th& person, the
counselor may be ignoring important strengths'1n c]}en s, and over1ook-

.~ing the need for change in the'system.AI ;‘.NW. \

3. "We need to reorganize!“ or, "Arcomp1ete‘cuhr1cu1um overhaul
is needed!" is not an uncommon oatt1e'cry in sy?tems'hhere people feel
they needlto_do something-aboot how things ére oihg. 1These outbreaks
of dissatisfaction are often ideé] times to 1ntrodute needed changes
binto‘a system. Many people; however (counse1or4 inciuded),vview such
~ situations with a jdundiced.eye, having Tived through‘mahy suoh change
efforts where the end result was insignificant and of short durat1on

The counselor who can trans]ate d1ssat1sfatt1ons 1nto change

\
opportun1t1es is in an ideal pos1t1on“to,be of .real he]p’to those\ whom

. '\_” : )
the system is organized'to heTp. Many complaints about existing methods
are motivated by sincere questioning on the part of members>of the

system os to the significance of what}they are doing. Unforthnate1y,

10 IR
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nany “change-efforts focus .on the needs of the servers rather than on

the serv1ces, -hence, the reorgan1zat1on may actua]]y reduce the qua11ty
of services prov1ded to the clients

A counselor w1thsaxchange orien-
tation can help the system understand how it is impacting on c11ents

and help to redes1gn programs or pract1ces to respond more eff ct1ve1y
} to client needs.
(

The result will be greater ‘satisfaction for both
clients and members of the system

4. Numerous studies demonstrate that the usua] approach to inno-

vat1on in educat1ona1 1nst1tut1ons is for the’ ch1ef adm1n1strator to

dec1de upon the change and for 1nformat1on about the change to tr1ck1e
. downward.

“Such an approach results in unilateral decision-making, with

concomitant covert (jf not overt) resistance on the part of. those who
are the obJects of the change

At least one reason that administrators
use this approach to instituting change is tnat their experience with

ing change

other approaches has been chaotic and they lack any viable alternatives
A Counselors should be able to offerwa1ternat1ve ways of accomplish-

The "top-down" model is essentia11yrbureaucratic and
typically minimizes input from those delivering a service as well as
-those receiving it

Understandab]y, because input from counse]ors and
‘ counse]ees is minima]

the top-down approach may give short shrift to
gu1dance and student services.
\ .

If system changes are going to ref]ect‘
the needs of the guidance componeht, it.is necessary that counselors
‘.\ )

see themselves as having and performing a change agent role
- 5.
| o

There is one change for which almost all helping professionals

1
\ -




would strive. when asked what wou]d 1mpr0ve their services, counse]ors
/

invariably express the’ need for more counse]ors, more resources, and

/.

more support The "same but more" approach to change .is easy to relate:

to. It requ1res no sh1f; in goa]s or att1tudes, it emphasizes doing

/
what you are already d01ng, but with more resources. In a subtle way

this may actually be arno-change approach and may\ﬂnhibit constructive . :

change by emphas121ng cont1nuance of existing pract1ces It also may
be non constructive’ and self-defeating for counselors. Like a genera]
who attr1butes h1stlosses to hav1ng too few soldiers, counse]ors who
attribute counse11ng ineffectiveness to too few counselors come to
think of‘themr/é1ff1cu1t1es as being somebody e 'se's problems.

"The change-oriented counée]or is 1fke1y to view problems from a
different penspeetive. Rather than waft for an.educationa1_Sugar—daddy
to pr0v1de éhe 1mposs1b1e, the Change Agent counselor becomes highly

creative 1n dealing 1mmed1ate1y with the poss1b1e

: A - ; L ‘
'* 6. fCoun$e1ors usually have great influence upon those whom they

counseh, Greater self-insight, more‘positive se]f—concepts, a broader
1nf0rmat1on base, ‘enhanced or new sk111s, and more pos1t1ve att1tudes
are cémmon]y attributed-to successfu].counse]ing. “LeSS‘frequent1y ‘.
acknfw]edged is the"épdnse1or's impact upon the.c1fent as a fole @ode1.

N S el I
Particularly as counselors move away from individual counseling models

ultiple interVentions,.they expand their impact on clients and

stddents. The counselor who is identified as involved, proactive, and

! . . C : .
- change-criented, committed to working toward positive changes .in self

;;. : e ff.}l“ 12 ' . | i



and environmeﬁt models for others ways théy can change and Create a

" - - . more desirgbﬁe environment for themselves..

‘In summary, we believe that counselor effectiveness, even counselor -

survival, will depend upon the ;ounse1or's willingness and abi]ity to

1

0‘ “‘be an active participant in facilitating change.
? ‘ M . - _\
N a
f i
| o
e -
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A.CHAPTER 2. A MODEL FOR CHANGE

. }

Every person over the spaﬁ‘qf a lifetime develops some kind of
strategy tgideal with.probTems. Everypgroup and every social organiza-
tioh_éstab]ish, in varying degreesAof specific}ty} 30me prdcedufes for

~ coping with change. Some take a "do ﬁothingf stance, be]ieviﬁgAthat»
if they just relax, whatever it is that is causing discomfort or.dis-
turbahce or‘fufor will g0 away: "Just give tﬁem;time, and they'll forget
it"; "This is all part of a cyc]e--jt wf]] pass%; "lLet's ignoré the
whole thing." OEhers act réf]éxivé]y, without thought of outcomes,
responding to Jmmediate pressure:’ students smoke ih the bafhrdoms--
10§k the bathrooms; professor; strikeQ-fire them; the Boérd_of Trustees
séysrcounse1ors aﬁe unnecessaky--return-xhem all to teaching. Still
others'set goq]s, organjié an-actioh;p1an to achieve the QOals, but&

, wihd up short of'the.target; wonderi;gAwhy they have failed. "

" From the studies of innovations and change, it becomes obvious
fhat'one of the ﬁ;jor reasons wHyveducationa1 change efforts fail or
are disapédinting is that those who are trying to implement the change.
are'unfami1iar with the change process. ‘They have not'f0110wed a |
rational model for a;comp1ishing'chgnge thatﬁtaké§ into account the
.dynamics of change, the stages ¢hf0ugh which clients move as they
respond to change efforts, and the steps hécessary to maké change occur.

Too often the wrong people are_respohsib]e for making the change, they

go about it”in the wrong way, or they strive for change for the wrong

14




reasons.

Obviously, many factors are innolved in the success or failure of
an innovation. Research suggests that there are at least five conditions
that must bevpresent if attempts at change are to be successful.

| 1. A need for change must_be felt by thoselwho will beJinv01ved
in the change. They should have a c]ear conception of what needs to
. be changed, a vision of what the change will be, a ba\1c understand1ng
of their roles and 1an]vement in the process and how they w111 have E u
to adapt or change present working modes on attitudes, an.idea;of how
they are to acquire the new skills or‘competencies_oceasioned by the
change, and the desire for change. Only by experiencing the need for
change and by sincerely believing that change will make things better
will persons develop fhe'kind ~f ~- —itment necessary to make the change

Y]

a reality. B oo~ .
. 2; SUcceséfu] change requires administrative support ef seJera]d

kinds. .The support must be‘verba11y expressed, in both spoken and

written form. The Change Agent gteam) must have a clear mandate’telh

proceed thatlis recognized not only by team members but also by all B

_ethens who will be in@olved ‘H1ghfy 1mp0rtant also, is that prov1s10ns

be made to support the change effort in the form of mater1a1s, equ1p-

ment, in-service training exper1ences,'a110cat1on of time, and the

deve10pmenf of a*psych01ogjca1 climate that favors aceeptance by

students, staff. clients, employees, parents, and/or community:

3. Community support is'essentiaT and becgmes the third conditfon_,

El . .:I \44.‘ ) a . . \



" initial_thrust and keep the préﬁess.movihg"smooth1y.

neceséary'for succéss. A poiicy-making board is comprised of commurity
member;, and many an innoyation has.died in infancy because of failure
to enlist the backingvof that body.b IncTuded ir the plan fof change
must - be organized proéedures to promote_awarenéss and ﬂnderstandingé-
and'evenldissatisfactjon with the status qur- -on the part of the com-
munity. On the whole, communities gét the kind of educatioﬁ they"want
tHrough various kinds of pressures; thus, community“meﬁber.supbort is
a vital ingredient in accompliching change. |

4.~ On-going evaluation procedures should be part of fhe.actfon-
plan for changé, a mearis.of assessing the effect}venesu_of'the proposed

change. Is it working? Are things better because of it? Is there a’

.bottleneck or resistance or dissatisfaction somewhere? If so, what

‘ can be done about it? Are there. some unanticipated side effects? Are

more materials or resources needed? Is the chosen approach leading

- toward the desired end? Formative evaluation is a method of insuring

;hat’continuous.mdhitoring'ocCurs, and is crucial to successful outcomes.:
5. Finally, the persons”involved in implementing the change will

be most needful of support as they carry out tHe process.: All too

1

-yt

often;9the excitement and interest that occur in the designjng and

I

planning stéges dwindle in the nitty-gritty of putting'the{change to

. -work. This is the time when extra attention and encouragement will

pay off. Fréduént consu]ﬁation; pep talks, de-bugging meetings,

verbal exbressions of appreciation and encouragement, and sincere

_.interest in individual prdgress-are vitally important to maintain thé';

B
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Educationa]hfnstitutions wii] change on-a planned systematic basis,
orftheylwi11-change through a series of .crash programs designed
hurried1y to respond tolspecific pressures. | Many'sch001s have'been
subJected to 11m1ted 1ntervent1ons of the 1atter var1ety w1th 11tt1e
or no thought as to the 0vera11 design. Th1s k1nd of change effort is
“rarely successful or lasting and has contrlbuted to the n0t10n_that
educational theory and. pract1ce are cyc11ca1--1f you JUat ‘stay loose,” .
the commotion will die down. However, s1gn1f*cant changes in. educat10na1
programs;fin facf]jtatﬁng\the learning process, and in teaching method-
,ologies have occurred,'can occur, and- do_ occur, -How.to make theonccur'
is the focus 0f this portion of this monograph
%I ‘Much has been wr1tten about the processes through wh1ch an 1nd1-
vidual goes as s/he adopts an innovation--steps ranging from awareness -
_t0 adoption and 1ntegrat on. Unlike the 1nd1v1dua1, however, school
and college personne1»w0rk in a system of high]} interre1atéd components;
) wherejn a change in one of the compShents. can have far-reaching impact '

N

on sevéral or all of the others. While important. concepts emerging.

from'the'change behavior of'individuaTs undoubtediy can be app]ied to - |

organ1zat1ons, the change prob]em confront1ng educat10na1 1nst1tut1ons
'1s far more comp]ex and requ1res a rational, highly systemat1c approach.

" In the next’ pages we present a rat1ona1 model for the would-be
Change Agent t0 f0110w wh1ch we be11eve will” enhance h1s/her chances
-of success in effecting change. The model is presented in six stages
from the . perspect1ve of the Change Agent--the person who advocates

’”

change and gets 1t started in a schoo] systenm.

_1’7'
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The mode] presupposes that a need for change has.sdrfaced; that
there is a fee1ing of inefficiency or deficiency, a compTaint, soine
feeling of frustration, a desire for something new; that something is
not right with the -present situation and a change is necessary. In
actuality, individuals settle into routines and become comfortab1e
with the status quo, and only if there is -some force for change_do'
they feel a need to 1ook for an innovation to satisfy‘that need. More
.often, becoming aware ot an innovation he1ps dndiVidua]s.to see a need
for change. ”*Peop1eado not enjoy'being “forceifed"'innOVattons; knowing-
that someth1ng is new can threaten them or make them uncomfortab.e A

_ better approach is to foster awareness through opportun1t1es to attend:

" profess1ona1 meet1ngs, read profess1ona1 11terature, 11sten to and ta]k

‘ /

“with peop]e from other areas. Max1m1z1ng opportun1t1es to commun1cate
iw1th others he1ghtens awareness, has the capac1ty to create d1ssat1s—
;¢_T ' L .tact1on with what 1s, and thus prov1des ‘the 1mpetus for»change
Our model takes of f from this point. We have condensed and adapted |
concepts from severa] sources into.a succ1nct,\step by- step approach
.ﬁwh1ch we be11eve can be a usefu] gu1de to those who wou]d be 1nnovators\
1n counse11ng and student serv1ces The various stages of the model \”
.are functions within the\change process wh1ch the. Change Agent shou]d
be aware of and g1ve attent1on to ‘They are bas1ca11y sequent1a1 |
a]though .overlap w111 and does occur The t1me requ1red by each stage-
w111 d1ffer, depend1ng upon factors un1que to each’ s1tuat1or, 1nc1ud1ng
among ofhers the position-of the Change Agent (1nterna1 or externa] to

- the system) the read1nesc of the c11ents for change, the resources

18




.community leaders. I

avai1abie ‘and the level of support'tor the changereffort.
| The\f011ow1ng is a 11st of the stages in thejnodel:
I. Building Interactive Relationships
II. Assessing

ST Generating Options

IV.. Deciding.

V. ‘Faci1itating Adoption and Implementation
VI. Refining and Renewjng , - |
N I BUILDING INTERACTIVE RELATIONSHIPS:.

Iy

-The f1rst task of the Change Agent 1s to estab11sh a good working

re1at1onsh1p with the peop|e (system) s/he is try1no to he]p Efforts

to change or inpovate will a]most always encounter obstac]es ‘cr re-
)

s1stance, and a strong, open relationship has ‘the potential for over-

com:ng even “the-most form1dab1e b1ocks On the other hand the s1mp1est

. kind of change attempt can founder if the, re1at1onsh1p is poor A

creative, 1nteract1ve re1at1onsh1p based on mutua1 respect open

commun1cat1on and trust is key to successfu] change

ALt Lot

. i

A. Cons1der f1rst who it is you are try1ng to help. In working

.« with a c11ent system, Change Agents need to be very clear about and

_estab11shos011d re1at1onsh1ps with ‘the authorzty figures, the dec1s1on~ '

makers . Depend1ng on the type of” change these may be such persons as

directors, pres1dents, pr1nc1pa1s, super1ntendents, board members, or
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Besides those with recognized.titles of‘authority;'m0st.systems’
haye informal leaders, persons who may or may not be tit1ed'but;Who
. have.a'great deal of influence on others_becausehof any number of factors.
These persoris can be caj]ed "optnion leaders" and are usually h?gh1y'
respected by their co11eagues, often setting the tone for response by
others to happenings within the work setting

Then there are persons w'Lth vested ‘interests. They may be for or
aga1nst the change A]though these spec1a1 interest groups may support
the change because 1t"favors them or-ra]]y support against the change‘
'\because it is not to their advantage, it will be*important to identify
them and work to cement re]at1onsh1ps w1th key 1nd1v1dua1s Even when
the change 1s inimical to the goals of such groups, an open and commun1-

'catlve re]at1onsh1p can do much to 1essen res1stance and clear the way

/ ‘

for negot1at1on or comprom1se

One more group 1mportant to identify will be the peop]e who 0ccupy
, strateg1c pos1t1ons w1th1n the path of 1nformat1on flow. These are
“called gatekeepers. Typ1ca11y,.the boss secretary wou]d be a person
to have on your s1de How many messages or documents.or requests tor;
an aud1ence rece1ve special attention or are buried 1n the pile because

.of the re]at1onsh1p the informant has with the secretary? Gatekeepers

WS

can a]so be personne1.directors, academic deans, counselors, or assistants

to th1s or. that they may not ho1d d1rect power or influence, but they
contro] the Channels through which 1nformat1on must travel. |
Once the "1nf1uent1a1s" have been 1dent1f1ed the Change Agent

,w111 need to choose those persons w1th whom s/he w1shes to work--the
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"change team." Estab]ishfng.a compatib]e_team is crucial to success,
and team members should be chosen with care. With the best intentions,
it sometimes happens that a reTationship is not good, that somehow an
incompatibiTity extsts between the-Change'Agent and another person or
:group. 'This phenomenon?isMnot unusual and should be recognized torl
if the Change Agent does not have an effective- product1ve working
.re1at1onsh1p w1th all members of the change team, the project w111 be

in trouble from the outset.

If the change‘invo1ves parentst(and most changes: in school systems

“will, -at 1east.tangentia]1y) or other oersons in the commun1ty (srho01
board or negot1at1on team members, various pressure groups) then the -
4.Change Agent shou]d try to deve]op a pos1t1ve re]at1onsh1p w1th key
. persons in these groups It w111 be 1mportant to learn whether the
'h - '4‘community 1eadership'is fract1onated or cohesive, harmon1ous or
conf11ct r1dden, whether the commun1ty 1s trad1t1ona11y conservat1ve
and comp]acent or respons1ve ta: th1ngs riew. and différent; what the
accepted ways are of approach1ng the leaders--whether it mayvbe necessary
to obtain.support of those in power through an 1ntermed1ary rather:than
directly. '

\

B. Exam1ne the re1at1onsh1ps you have now w1th ydur prospect1ve

team menbers If you are an "outside" Change Agent,. one com1ng into.

4 the s1tuat1on as a h1red consu]tant for example, chances are good that
you w111 begin w1th a c]ean s1ate w1th all of the s1gn1f1cant f1gures

_ Eyen before you arrive on the scene, however, res1stance may have been
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bu11d1ng, and you may have to be a real P P. person to overcome it and
mi&d : win persons to your po1nt of view. Starting «ut fresh, wh11e it appears
easy, can be exceed1ng1y difficult because of the necess1ty of being
extreme]y sens1t1ve to the mu1t1p11c1ty of re]at1onsh1ps a]ready in
operat1on Al the time you are observing and not;ng and cata]og1ng
factors which, w111 be of cr1t1£a1 1mportance to yaur task you will need
to convey a/sense of ca1m and conf1dence and an image of capab111ty and -
| strength It will be crucial to delay comm1tment ard lda isohs untJ] '
y0u-hare tota]]y "psyched out" the situation. .
% - If you are work1ng to effect change from w1th1n the system e1ther
| 1rom an authoritative stance (above) or as a person w:th 11tt1e power

and big . ideas (be]ow) .you undoubted]y have ongoing re1at1onsn1ps w1th

|
!

'and‘strive to enhance them or p1ace them on a more soiid'footing A

“some important-persons. . It w111 be well 'to examine these re]at1onsh1ps\

'f cpec1a1 prob]em occurs when.you as the Change Agent moving out of a
. pos1t1on carry1ng clear 1dent1f1cat1on and respons1b111ty, take on a
i . new ass1gnment or assume a new role’ that 1nc1udes a thrust for change
_Becom1ng ‘accepted in the new ro]e requ1res spec1a1 tact and de11cacy \
.and sens1t1v1ty to others. Chang1ng from a peer to a person of authority
; p | " “does not always carry the trapp1ngs of author1ty, and it will take time
. and- sk111 to redefine the re]at1onsh p ‘Part of the successful trans1ﬂ
tion will depend yupon acceptance by otrers of the new role, and parth
will depend*upon'hon coﬁfortab]e you are in assuming=thjs new position.
Your co]1eagues may ﬁtest"ryou, even sdbconscious]y, to performfas you

]
!

- did before, and a large part of your.success will depend upon your
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ability to resist tactfullyvand establish new expectations_for your .

‘behavior.

C. Work toward anffdeal relationship. Is there such a thing? We
..cannot offer a complete prescription because no relationship is exactly
like any"other, but researqh_has shown that creative,‘positive relation-

1

‘ships.do have several characteristics in common. N
\ . 2 : TN

- :\ . - . ) . R . ~
1. Openness. Openness to new .ideas, eagerness to seek:out .

f ;newﬂideas, wi]]ingnessltooshare thoughts.and feelings_with another,
wi]]fnoneSS'to accept the'thoughts and feefnngs of'another, openness to.
ﬁf = "g1v1ng authent1c feedback to others and accepting it from them, frank
'Lf o fd1scuss1ons of d1fferences, w1111ngness to" dea] open]y with tonf11ct

apprec1at1on of d1fferent work sty]es, and_

or a "h1dden-agenda " Openness is: probab]y thé cornerstone of the ideal .
re]ationship. In an open re]at1onsh1p peop]e communicate free]y, know

that their communications aré valued, 1isten to one another,_and do- not

\\.5“

hold back their:-own att1tudes, fee11ngs, op1n1ons, and- ideas.

r

2. Trust. ‘A feeling that others are trustworthy and responsi-
ble, a sense that others trust you, honest communication,.knowledge that

_confiQentia]ity is respected, reliance onrothers,'dependability within

yourself If you ave to work effect1ve1y w1?h others, a sense of trust

is fundamental ‘to the re]at1onsh1p

3." Two-way commun1cat1on. Free give and take, sharing of

d

information Informat1on common by offered on]y by one party fosters -

de“endency, it 1nh1b1ts creat1v1ty, a real sense of 1nvo]vement, and,




:‘"1\\ . ‘. : Vs \
f/a;?
eventua]]y,.true c0mm1tment to the task at "hand.

4. Realistic expectations. Genuine communication regard1ng'

capabilities within oneself; realistic expectations about the goals of
“the project, the capacities of the team members, the benefits that/Wi]T
accrue as a result of the-change effort. Unrealistic eXpectations'reap
=Ld1sapp01ntment d1s111usTonment, and d1sc0uragement, 1t is .crucial to

set goa]s that are atta1nab]e in. v1ew of the ava11ab1e mater1a] and

“human resources.

5. Reward. Know]edge that the re]at10nsh1p is 1ead1ng to !
some k1nd of mean1ngfu1 reward for effort expended--reward for individ-

)
ua1s, for students, for emp]oyees, for the gu1dance program,_for the

1>st1tut1on : The c11ent must feel that the- Change Agent can improve

the s1tuat10n, and have a sense of 0pt1m1sm that the change w111 be
,benef1c1a] and worthwh11e If the Change Agent can offer even the
bsmallest bit of evidence that the change - ‘has worked e]sewhere to’ advantage
and thus can work here, the client's faith in the‘relat10nsh1p_w111 be )
stirengthened. | - | | R -

L 6. StrudtUre.ﬂ Clearly de?ined roTe definitions, tasks and
,.responsibtlities: payment schedu1es; working.procedures, timelines, and
expected outcomes. Sonetimes a contract may be necessary if the‘Change
Agent foresees some prob]ems or doubts the comm1tment of the c]1ent |
1eadersh1p More often the structure is 1ess forma] and understood ‘

only verba]]y or tac1t1y. Structure there must be, however--forma] or

' 1nf0rma1, r1g1d or f]ex1b1e--1f the re1at10nsh1p is to be successful.

7. Equal power. Equa1 1nf1uence, equa] impact on the change
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. process : Where power is unequal, -one person can force the other to

\

comp]y\\and the comp11ance may be m1s1nterpreted as comm1tment “Where

_power is\ equa], no party can force any other to do anyth1ng, and the

powe" 7actor does not play a part in the change

5

8. M1n1mum threat A sense tnat the status quo will not be

d1sturbed too inuch, that not too much time or energy will be .required,

. that familiar operating modes will not be tota]!y'abandoned, that up-
N . heava]hwi11 not:occur The use of temporary systems (pilot programs:
model schoo]s, summer workshops) reduces the threat to the system and .
to the 1nd1v1dua1s within it. Systems are slow to change, and any

suggest1on for change. poses a threat. Recogn121ng this, the Change .
» 1
Agent shou]d do” everything- poss1b1e to reduce uncerta1nty and appre- \ \

“-\
hens1on, and work to engender a sense of exc1tement and conf1dence in '

the change effort. . ‘f &

9. .Invo]vement. Co11aborative decision-making, 1nc1uston'ofl

\

persons with vary1ng perspect1ves, 1nxo1vement in the p]ann1ng and

des1gn rather than just the doing, keeping everyone 1nformed of project -

|

- {
activities and progress Often.exper1 enta] work or efforts toward
2 ‘ 'R
change are done qu1et1y, in the hope t

allayed unt11 results are in or that low-profile act1v1t1es w111 cause

hat-possible cr1t1c1sm can be

less d1sturbance. What happens, however, is exactly the oppos1te of

.the intent:  people hear rumors or acquiTe bits and pieces of informa-

i

’tion and become even more concerned or chtica] .Idea11y5 the whole

organ1zat1on should be involved in the search for new ways of do1ng

' things. There will be vary1ng degrees of 1nvo1vement but 1t is
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- further before taking any. act10n You should therefore seek information -

_the system from severa] vantage p01nts, 1dent1fy p01nts of conf11ct or ¥

triticaf that péOp]e_béjkept informed of why the change is there, What-i

“the Change Agent is\ﬁoing, and how the change will impact on them.

Sure1y,ithese~nine characteristics'do not describe the ideal -

Change Agent. relationship en toto, buf they are a beginning. From them

the Change Agent can make some judgment. about his/her'reiationshfps-_

identify the strengths and seek to improve areas- of weakness.

1. ASSESSING. S

Assess1ng is a systemat1c attempt to d1agn0se i+ s situdtion. :A1thOUgh é-

v i

we are focus1ng on the process 0f change, there is £..ur need to.specify |

what needs to be or. should be changedz If you are from outside the

‘system, you have probably been brought in to déa]twith a fairly specific

problem; if you are withinlthe system, jbu probab]y‘have some notion of

where change is needed and;ydu may be approaching it as a cata]ystgor,

as the person responsible.for brjnging it about.

'A. Identify the problem.. Often what appears to be the nrob]em is '

mere1y’the present1ng prob]em," and. Change.Agents\should be extreme]y s'

caut10us of respond1ng to the 0bv10us Prob]ems have severa] 1ayErs,

[N

;yand the wise Change Agent will certa1n1y listen= “to the client's def1- o .

nition of the prob]em as s/he sees’ it but W111 want to 1nvest1gate much o

from'a. number of people with different perspect1ves on the-s1tuat10n - ";;”MWWW;‘_

From your 1nterv1ews you will, p1ck up clues that w111 he]p you v1ew ' C
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strife or b1ockage, andﬁdetermine attitudes of system personnel.
In addition, you will want to note any'other symptoms suggesting'

" that the client system is_not functioning as it should. Is there'htgh
teacher turn-over? Racial conf]icté A high drop;out rate? Ekcessire
absenteeish? Dissatisfaction with the 1eadership? A poor're]ationship

iw‘ vbetween counselors and professors? Inadequate c]er1ca1 help?:
As a Change Agent you. w111 want to analyze. causes as carefu]]y as
possible so that you do not divert your change efforts toward a result

- that is less than adequate. Sometimes working at the most superficiaT'
leve1.wi11 do the job, and'probing‘tor deeper causes u111 sihp]y delay

: constructive activity. More often, however an ana]ys1s of underlying
causes will reveal problems that must be addressed if the change is to

- be successful and 1asting. Regard]ess of. the,outcome of the analysis,

- you and the c]ient should agree on what the problem is and what needs
ItO‘Be changed. | ' ' |

B. Ident1fy the strengths. As you hegin to~identify problem areas,

you will also become aware of sources of strength in 1nd1v1dua1s and in

components of the system, sources with great potent1a1 for change.

These will help to balance the assessment and make for a clearer overall

diagnostic picture. 0nce=the'asseSSment is completed, they will also

prov1de a good start1ng point at which to beg1n the change process. ‘
Focus1ng on weaknesses if psycho]og1ca11y ursound and is apt to

engender defens1veness, focus1ng on strengths fosters hope and optimism.

.‘It shows the client that s/he can begin the change effort by using

27
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1'; A abi]ities'and skills s/he-already possesses and by building on areas of

greatest potential.

C. View the client as a tota1jtxﬁv None of us operates in a vacuum,

and this is particularly true in organizations. Most peop]e‘in schools,
J.for example, ¢ "¢ trying to work together tolachieve some common goals.

How to reath those goals may be at.issue, but members of 'a client system

can usua11y arrive at .2 consensus as to what the major goals are. A

very usefu] step 1n the assessment process is for the Change Agent

“not on]y t0 1nterv1ew svstEm personnel 1nd1v1dua11y but also to sit down

with them as a group and help thenf to think clearly and analytically

_about their doals and the means'to achieve them. One can hardly change

even: a “small .cog in the great organ1zat1ona1 wheel w1th0ut caus1ng

. .- .‘.'
‘. .

repercuss10ns throughout the 0perat10n Schoo]s and universities

~

cons1st of interrelated and 1nterdependent parts, and the Change Agent

must be extremely sens1t1ve to the 1nterna1vwork¢ngs of the system and

‘

the dynamic-interaction of its components.

.D.' Prepare a diagnostic fnventory? Oncetyou have done the spadework
of identifying the problems and'strengths and have a clear idea of the
unique 1nterna1 dynamics of your part1cu1ar situation, you wii] needv
to document your findings in structured format This act1v1ty will
insure that you do not forget something crucial td/ybur effort, and
will help you des1gn a spec1f1c workable strategy that w111 take 1nt0

account what you d1sc0vered in your assessment procedure In designing

your “inventory 1t w111 be helpful to generate some quest1ons which def1ne

28

az




¢
_lmajor areas of_ihquiry with a list of more spécific questions in each
S}éé that ;houid a]sozbe_answé}ed.‘ Aithough the questions wi]]'difféh ]
for each sjéuétion,ﬂghgﬁe;are'sGhéjgenéra] areas which will be common
toall. |

1. What are the goals Qf>the system? Does everyone understand

them? Have the ‘goals been discussed by the ]eaders and membefs?' Are
the goa]s.re51istic--éan théy'be'achjeved? Ake,they broad enough, far-
=réaching,,fu11lof vision thét stimulates and motivates? Are they
;ﬁecffic? Are they flexible and adaptable to changing conditions? is

there some rieans of measuring progress and attainment? Is everyone

» conm%tted'xo working toward them?

2. Is there an organized structure for working toward thése
gg§l§2 Are.role and’jpb definitions clear? Is there a balance ih the
divisjon of.iabor25;Are chqnné]s of communication est&b]ighed; and used?
Are fhe Qarious,e}eﬁents:coordinapéd? Is everyone>c1ear about whaf |
s/he:is supposed_tobbé doing? Is provision made for in&o]vement of
& everyone in'pjannjng?as well és dofng? Is some element missing? Is:
fheke-over]ap?v Islthé's§ructure f]exib]e? Dé people cooﬁerate, share,
"help éach other? What unique factors impact on the structure iﬁ this
particular situation? o s | v

3. Are necessary resources available? Does the system have

the faci1ities, staff, time, materials, money to do what.is required?
- Do the neople poSséSS;fhe'ski11s needed? Is prqvfsion made for in-
service training for the staff to update or atQuire new skills? Are

materials accessible and usabie by staff?
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4. What is the reward structure? Is;eyeryone,reWarded in

some way for contributions to the change effo#t--students, teachers,

guidance personnel, administrators? Are the rewards meaningful to

‘.

those for whom they are designed? Do they come soon enough to maintain

Y

.motivationf Can they be counted on? Are they appr0priate-:d0 they

mesh withxthé.system“s:goa1s?
l\-

- fS. How about commun1cat1on? Do s1gn1f1cant blocks exist

petween people, among groups, between bu11d1ngs? Are there some long- .

),
i

stand1ng gr1evances that need to be dealt with before'communiCation can
'f]ow.free1y? Is there an organized p]an for shar1ng 1nf0rmat10n-— N -
bu]]etlns, staff meet1ngs, a regu]ar method of copy1ng people w1th

ongoing correspondence or dec1s10ns? Is there an atmosphere of openness, -
'trust, reliance on one another? Do members of the system express their
ideas and fee1ings free]y,_nﬁthout fear of threat or retaliation? Are
.theyffree o disagree? Do inditiﬂua]s“cooperate with each-other and

share information? Are individuals recept1ve t0 new 1deas--fr0m the1r

peers, frOm 0uts1de the system?

A]though these quest10ns do not represent. all of the major areas -
you w111 want to cons1der in making your aSSessment they pr0v1de a
. good start. You may find it he1pfu1 t0 set forth strengths and weaknesses
in eaoh area as you.work through the assessment prooess. In this. way -
the "prob]ems“'w111 begin to emerge from the diagnostic map in,boid_'

re11ef helping you to c]ar1fy the paths the change effort’ must’ take

and to determine priorities for your change efforts. Farther a]ong 1n {
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the process, this 1n1t1a1 inventory w111 become a yardst1ck aga1nst
wh1ch you and the c11ent can measure progress. oy -

o Another point should be remembered as you deve op your assessment
1nventory You need to involve as many peop]e as poss1b1e in the
d1agnost1c process. Descend1ng upon a system with cut-and-dr1ed

. "answers" or a finished document that necessarily points up weaknesses

or inadequacies can only arouse defensiveness and hostility, or the

¢

fee1ing (if_there is the slightest disagreement) thatfyou don't know

* what you’re taTking-about: A rather simple way to avoid this outcome'
is to gather input from.system members every step of the way and work‘
to draw out genera11zat1ons or conc]us1ons fromgmembers themse]ves .
Ind1v1dua1s will then have a fee11ng of ownersh1p 1n the system ana]ys1s,
and.thus be better prepared to define and pr1or1t1ze goa]s and fen1
commitment toward ach1ev1ng them

. Finally, when you and the c11ent are ready to d1scuss the 1nventory,

you will want to approach the 1ssues construct1ve1y, stress1ng ‘the
benef1ts,of;change rather than the bLeakness*or problematic nature of
the‘present~situation. Sugar-coating difficu]ties is unnecessary and
non- construct1ve, accentuat1ng the pos1t1ve and promot1ng a sense of '
opt1mism is hea]thy and furthirs the cause for. change You will also
want to avoid dea11ng in broad genera11t1es and, instead, concentrate
-on spec1f1c areas 1n which a change w111 be product1ve You and your’
c11ent w111 work together at this pcint to deve]op a goa] statement

“3~and outline spec1f1c objectives toward,wh1chvto dtrect your “efforts.

The end;resuTt of your assessment inventory will be knowledge of
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the strengths and weaknesses in the peop]e and components in the system,

-+

a bank of the system S resources--person capabilities, mater1a1s, equip-
ment, fac111t1es, a c]ar1f1cat1on of prob]em areas, a ranking. of those

4.
areas in order of pr1or1ty, and team deve]oped dec1s1ons as to which

areas attention will be given; and a c]ear, concise’ statement of goals .
~and obJect1ves toward wh1ch your Change Agent team w111 work Many a
change effort has fa11ed because its focus was unc]ear or because it
attemptedstoo much. Understand1ng c]ear]y the nature of the task and
what the expected outcomes are prov1des secur1ty and structure, and

~ keeps the change effort on target Spec1f1c so]ut1ons or. strateq1es

are not part of this stage--the goa]s of the assessment process are to

, prov1de a c1ear understand1ng of what is and where change is needed

H

and to def1ne c]ear1y the goals and obJect1ves for the change effort
II1. GENERATING OPTIONS

Your assessment is now complete. You have 1dent1f1ed areas where’
change w111 br1ng 1mprovement and have deve]oped goals and obJect1ves

for your prOJect You will need to th1nk now about how to achieve them.

Mov1ng toward so]ut1ons, making changes in the organ1zat1on, the people, -

'the curr1cu1um or 1nstruct1ona1 methods can be accomp11shed in a

variety of ways.

———
- \

A. Brainstorm{ng Bra1nstorm1ng is a spec1f1c Lechn1que for D

‘aenerat1ng 1deas and free1ng up thinking, and.is a h1gh1y effect1ve way-

" to beg1n;the process of generatwng opt1ons. The creativity of the change o

3
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team_comes into play at this stage. The focus here is not on a so]ut1on
but on the wfdest number of possible sb]utionsi_ Observ1ng several
guidelines will make the process snoother_and’otfer more Ehance of
gett1ng the desired results. ‘

1. Equ1p the “team with background 1nformat1on before start1ng
" the session. Restate the focus.of the bra1nstorm1ng, 1nf0rm-them of'
-what other institutions have done ﬁh response.to sihi1ar prob1ems,
prov1de them with data relevant to the issue, try to see that they.
start from the same- know]edge base ) |

2. -Stimulatesthinking with a future-imaging warh-up. Have
the'team mempers-image what the school (or situation) would be like if
they had their 'druthers What wou]d be the f1nest poss1b1e outcome7
or, what kind of school do they foresee 10 years from now? -What would
. they do-if money were no opJect7 Try to he1p~them escape present |
coﬁstraints and rea]ities ' The more 1mag1nat1ve and creat1ve you can
* be, the more the brainstorming w111 produce _
3. Be sure everyone'knows the groundhru1es. Any.idea’goes.

Each person deserves the chance to be heard No criticism of an idea

~ )
» )

is allowed. _If one w1shes to comment on the ideas of another; the -
,coﬁment.wi1| take the form of‘p1ggy-back1ng--add1ng to or offer1ng a
variation on the origina] speaker's theﬁe‘ Positive thfnking preVailsi
The sess1on 1tse]f should be not only product1ve but fun .
:4. Record the ideas presented. The product of the sess1on

“will be a list of the‘ideas generated by,the team members.which w111

give value to the exercise and provide a -link to the overa11’change
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. effort.

1

The bra1nstorm1ng sess1on serves not only to st1mu1ate th1nk1ng

but to foster att1tudes of exc1tement, 1nterest, 1nvo1vement and

. motivation on.the par t of ‘the p iLlC1pantb Working together als

/.
furthers the process of he1p1ng the group become cohes1ve-—a condition

'wh1ch binds the group together and he]ps them tack]e future d1ff1cu1t1es.

in a sp1r1t of shared confidence. Env1s1on1ng what m1ght be puts the

emphas1s an the pos1t1ve, broadens the perspect1ve of the change team,

and deve]ops a sense of optimism for the tasks ahead

B." Acqgjr1ng resources " The thange agent team wf]] have a clear -

not1on from the assessment 1nventory of the resourcns a]ready available
in the system-isk111s, ta]ents, capab11ities, numbers of peop1e;'
faciiities and equipment° materiaTS of“variousdkinds As they move
ahead with their tasks, however, they will find that they need add1t1ona]
books, read1ng materials, facts, 1deas, know]edge of other programs,
spec1a1 equ1pment, 1nformat1on about what outs1de resources- are ava11-‘
ab]e, know]edge 0f what is new on the market, samples of var1ous prod- .
ucts.» In add1t1on, they w111 need eva]uat1ve data on specific programs -
in whlch,they are interested. How was thg program piloted? How many
and what kind of students were invo]ved? Who did it? -How did itvwork?
What evidence is therelto show that it was“successfu1?' What wers some .
of the prob1ems encountered? How about'costs for start-up and mainte-
nance? | | |

Awareness is the key to successful acquisition. If you are-a

34
28 |



Y- L
.ski]]ed-proféssfona1,Lyou are unooubteo1y already aware of resources in:
~'y6ur field, esbecia]]y if'you practite‘the process of renewing and_op-
dating your knowledge and skiT]s._ If you are ‘new to the field or have
‘not "kept.Up"'with new deve]opments, you wi]i néed to supo1ement and
'nauomént your store of knowledge. The Change Agent cannot poss1b1y ,
know about a]] of the tremendous number of materials ava11ab1e for use,

“ byt s/he can rapidly become more knowledgeable. There are severa] ways

. . ]
'to do this.

. Read rewsletters. Either'aubsoribe to them or find out
who does; and scan them for-information on whagbis new, what has been
déve]oped; what is envisioned forifuture deve]opment:' A ready sourael_
offgevera1-good news1ettars of génera] eduoatﬁona1'int§rest may be found
’jn the Appendix of Have]ock's_votome_on cnange (Havé]dct,»Rona1d G.

A Guide to Innovation in Education Ann Arbor, MI: Instituteufor

Social Research, The Un1vers1ty of Michigan, 1970)

' 2. Read educational Journa1s A]most all 1ib :ar1es, part1cu-_
1ar1y thoae assoc1ated with universities or co]]eges, subscr1be to many
Journa1s wh1ch conta1n the kind of information you seek. - They describe
such things as new deve]opments in educat1ona1 practices and programs, .
new adm1n1strat1ve tactics, curr1cu1um innovations, research f1nd1ngs, o v

" new roles for helping profess1ona1s, effectiveness of leadership styles,
‘_and eva]uation$ of ongoing programs; they a]sonproyioe lists of'
"additiona1"resouroes.- h l ‘ J

3. Search“ERIC and other national data bases. The

A

Educational Resources Information Center is a national network of 16
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c]earinghéusesg eaCh:specia1izing in-a particu1af field of education.

' ERIC;s'purpose-is to acquire and store high quality documents forfready

retfieva]Aeither by compufeF or manual searthfng. Consisting of a

data base of over 120,000 documents at the date of this writing, ERIC

represents a veritable tréasury of information for users. Of most.'

interest to helpihg professionals will be the documents put: into the

' s&stemAby ERIC/CAPS (Couhseling and Personnel Services at The Universityt;

of Michigan) and ERIC/CE (Career Educéfioh at The Ohio State Universjty).

- . ERIC co11ections'%ontafﬁ?aﬁtumenté from all of. the Clearinghouses and

.are found in most ‘libraries and educational centers; computer ‘terminals

for searching ‘the data base are spread across the natjqn.: A quick

scan of ERIC's monthiy indexes can keep readers abreast and ahead of

s

what's happéhiqg in education.
. . R

4.  Enlarge your personal experience. Attend conventions,
, ! ‘ -<!

)

visit ﬁtherfareqs,.mEet ﬁeop]e of widely varxinguexggrjence'and

B background, make phone calls, serve on regional, state or national

- committees, atténd 1ectures,IC0h$u1f with many'others;Aobserve, ask

questions, listen.’
”It is not necessary for the}Change Agent*to understand detai]slor

have technical knowledge of the various v-esources; rather, s/he should -

become a- "knowledge broker," a ]inking‘ageht to the outsidz2 resources,

a storehouse of information about the resource universe to whom others

can turn.

— b

C. Consulting with experienced users. While written reports or

36

.3q |



N
A

l
" his/her own personal bias, and you will need to-11sten‘w1th your ”third‘

{
s
I
\

- descriptions can be extremely va]uab]e in alerting you to progranms or
practices that suit your needs, they do not provide the flavor of f1rst— )

hand 1nformat1on Often they are written by des1gners or promoters of

the programs and therefore may be b1ased pos1t1ve1y toward outcomesu

As you pursue your research, you w111 find that- others have tr1ed to

respond to s1tuat1ons similar to yours and you will d1scover ideas and

practices w1th potent1a| for use. ‘At this po1nt it will be wise to
make some telephone. ca]]s or persona] v1s1ts to the persons usiig ﬁhe
innoVationS-> From ‘the users you can get "gut-level" reactiOns as to

how the program works, how students respond prob’ems in 1mp1ementat1on,

\

unforeseen side effects, rosponses of other staff and faculty, andff‘
I

evaluation procedures. Much of what‘you.learn;w111 dependron the (
. ) - . . . ~ ] . Y 1
questions you ask, and you will want to be well prepared for the

>
~

I .

L
. !
interviews. I
As you consult with users, you w111 need to be.as objective as

poss1b1e and “cons1der .the source," SO to speak Your 1nformant may

be enthus1ast1c about or negative toward the 1nnovat1on because of

.e r' wh11e you are gather1ng 1nformat1on o) as/to separate fact from

fantasy It w111 be 1mportant also to consu]t with as many persons

(

as poss1b1e who are 1nvo1ved 1n the 1nnovat1on The fac111tators or

|
'1mp1ementers of a program are on]y one source and you w111 need to

',broaden your perspect1ve by gather1ng responses fr0m adm1n1strators,

I .
th1s process you are~fortunate enough to 1ocate an art1cu]ate, informed

staff, students, or any others affected by the new program. = If in i;' \<H-

i .
B . i

: [ e
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person with broad experience, you may want to consider him/her as a
-~consu]tant-to your own efforts, or as a.spokesperson who can help in
. the eventual adoption process. | |
Remember1ng that you are try1ng to generate opt1ons, you should
repeat this procedure as many times as there are programs of 1nterest
to you. In this stage of- the change process you are neach1ng~out y
~extending your vision, broadening your-know]edge base,\expand1ng thegi

\

~ options ayaiJab1e to you. = - I \

juDz Observing the innovation in action. If- you d1s>bver a practice

or approach that seems part1cu1ar1y suited to your-i neeas; ‘ot should -
try to see 1¥ "1hve." Visit the school, the commun1ty college, or
the.undversityﬁ spend some time watching‘the program in actibn; see'
what materials are necessary and how they are be1ng used -note . ny

: spec1a1 techn1ques or skills requ1red by the fac111tators, obgerve the
reaction§ of a11 concerned. Determine for yourself how the program is’
work1ng, assess the benef1ts accru1ng from its use, menta11y transport
the program into your own sett1ng Are there some basic d1ffere ces
between\tne mode1\sett1ng and your own that would make the program:

o ;f:iq~r 'Jnfeas1b1e--d1fferences in type of student qual1ty of staff, ava)Vab]e ,
resources\\fac111t1es, board po11cy7 Or- does your setting have distinct
advantages that cou]d enhance the program and make it even more ef \ |
fective? Read1ng about a program and ta1k1ng\w1th users, while

essent1a] as pre11m1nary steps, cannot-compare_w1th on-site observatlion

——

v . . by the Change Agent This direct é$perience will also stand the Change
.\_ . |
S R T
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»Agent in good stead when s/he begins 'the stage of w1nn1ng persons over:
to the idea of trying out the innovation.

Somet1mes it w1]1 be 1mpract1ca] to make an on- -site v1s1t but
there may be pr1nted or packaged mater1a]s that the Change Agent can '
borrow or buy that will prov1de a c]earer 1mpress1on of the 1nnovat1on

If this is the case, the Change Agent should make every effort to obta1n '

_ them.

E. - Obtaining evaluative data. If you'and the others whose he]p.‘

~ you have enlisted become really excited about a program or specifio

mater1a1s, you shou]d next try ‘to obtain evaluative data to lend
sc1ent1f1c back1ng to your: 1mpress1ons The data can be in the form ‘
of pre—post test resu]ts, research reoorts,.tabu1at1ons of quest;onna1res,
or even SUbJECt1VE wr1tten responses from the c11ents The f1nd1ngs

may or may not conf1rm your own beliefs about the program You may

f]nd out that the promoters c]aim too much and decide to abandon the

1nnovat1on Or, the data may make yoqu fee] even more encouraged about

AN
¢

us1ng 1t
These data sometimes accompany printed or”packaged materials,

“which will make_your'task easier. - More often, however, institutions

[} T
Al

possess data that have not yet been analyzed, espeéfa]]y if the program ;
Lis‘new;'and the Change Agent will be forced to delay commi'tment until
results are in.

.One caution is in’order here' if the f1nd1ngs are too’ techn1ca1 ¢

or the Tanguage too sc1ent1f1c for easy 1nterpretat1on, you will want

~

1
i

/f."3f)"
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"to translate the resu]ts into a form that 1aypersons can understand

Rather than c1te levels of s1gn1f1cance or- present tab]es of statistics,

how much more effective it is to talk about people and behavioral

N

outcomes. The stat1st1cs w111 be there to support your statements and .

be available for examqnat10n, but if you take a "peop1e" approach your

commun1cat10n will be livelier and far more 1nterest1ng If hard data

Jare not readily ava11ab1e, give strong c0n<1derat10n to the 1dea of

'Cbr1ng1ng 1n know]ngeab]e, exper1enced people to discuss and answer

quest10ns about the-innovation.
We cannot emphas1ze t00 strong]y how 1mp0rtant th1s step is 1n
the deve]opment of suppoPt for your cause “Hours of rhetor1c pa1e

bes1de hard evldence that the program “works," that-clients are differ#'

ent in some positive way because of it.
: . . .

F. Trying out the innovation' If the eva1uat10n data you have

~-collected support your enthusiasm for a number of 1nn0vat10ns .you ;

’”

-should try them out in a very small way. You are st1]] generat1ng

"‘options and have not made a commitment to ary one strategy or course

of action as yet.. What appears to have worked well e1sewhere may ‘not

be appropriate for you, or may need significant adaptation before ycu
‘tan use it %n your particu]ar situation Take the t1me to assemb]e

" 7a sma]] number of typical c11ents to test out the 1nn0vat10n, it is

a-task that w1]] pay d1v1dends in the 1ong run.
Whenwyou ask for mater1a1s for the try-out, bé Sure to obtain
information about costs, copyright; training programs for facilitators,

o

40
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\\thveventua1 goa]s of the proaect with their 1nvestment in 1t

specific limitations or requirements for use, qda]ity,'re]iabi]ity,

: 1eader's'guides,'necessary reporting procedures,_Supp1emeﬁtary

resources, and need for return of materials. Muth'of this information
may not be ava11ab1 e, but the more you can 1earn about the progrém,

the better w111 be your understanding of its most effective use.

-

C11ent react1on can be a real p]us (or minus) in your adoption

decision. Negat1ve response will cause you to rethink seriously about

<

‘ commitment to the innOvation; positive reaction épreads rapidly,

"turns on" others to wanting to participate in the program, and does

- much to promote a supportive climate fbf the change effort. Needless

' to say, limited, rather than fuT]-sca]e, piiot testing, if necessary,

is much simpler apd far less costly.

«

The Change"Agent team will have to decide howtmuch money, time,

and energy they wish to devote to developing alternative courses of

action to respond to their partiéu]ar problem. ' Tao many éptions will

consume a great deal. of time'and may inundate the team, making -the
task of deciding more difficult. Tooifeﬁ will restriét the avenues
of change, limit the,choicés'availab]e,'stif]e creativity, and create
a forced-éhoice situation. |

-+ The team must ba]ance the 1mp0rtance of the chanae effort and
K \..

.\‘,

Redesign of the reg1strat1on process in a secondary school will fnvo]ve
less time and effort.than will infusion into the curriculum of career

guidance concepts‘for'students from grades K-12. 1In both cases. gen-
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- erating options for change is vita], but the number and comb]exity of

the options will differ markedly. '

IV. DECIDING.

The preceding.steps in our change model set the stage®for what is -

probab]y the most 1mportant task of all: dec1d1ng ‘upon a solution.

_Good work1ng re]at10nsh1ps have been established w1th individuals in

the system, the problem and available resources have been clearly

:defined through the assessment procedures, relevant programs or mate-

rials have been 1dent1f1ed, and limited feas1b111ty test1ng has taken

p]ace It is wise at this p01nt to step back and re-exam1ne the

purpose and objectives of the change effort. what is it that you really

want to accomplish? What specific outcomes do you expeet through

change?

A. The weighing process. Deciding means.relating'the possible .

solution to the goals of the project, judging whether the.innovation
will produce what it pprborts to produce. Deciding means compaf1ng

one alternative with another, weighing costs, accessibility of

‘materials, benefits to the c]ient system, poséib]e negative side

effects, amount of steff development’ training required, compatibility
wﬁth the system, ease of infusion into ongoing activities. Dec1d1ng
means taking into account the opinions and recommendations of the |
large number of people you have involved in the process so far.

Deciding means carefully exéhining the potential rewards of the change--

42
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- to persons, to the program, to the institution, to the system.

Deciding also means making a commitment.

B. EStab]ishjgg criteria. A particu1ér1y helpful way .to make a

final decision is for the change agent team to develop .a list of
criteria ﬁo'be applied to each of the options that are under consider-
atibn.i The criferia Qf]] cdnsist of items like the 0ne§ mentiohed in
the previous-paragraph, plus others unique to’the client system, and

will make comparison of the several possible solutions easier. You

- can even develop a matrix that will give visual impact to the selection

" process. - S

C. -Adapting the innovation. "Even as methodical a procedUre as

this, however, does not always result in easy identification of the
best solution. 'Beéause no innovation-w111 meet all of your criteria,
you need to reyiew.the-ones that seemihg]y have the greatest potential
for adaptation to your needs. Once you start this narrowing and
refining process, you are beginning to zero in on the fnnovation Just
right for ybu. . | | 3 . ; |
The number of fully déveioped and pretested innovations available
to educators~isaincreasihg all the time. Chancés are that if you have
done‘yoyr homework weT] in identifying and testing out‘existing '

resources, you will be able to benefit from the R and D attempts of

bthers and avoid dup]icating_their‘efforts. Most schools, co]]éges,

agencies, or communities, however, have.unique features that make it

difficult or impossible to utilize an existing prcgram “"as is."
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Almost always some_modification or change is necessary. ‘How much
mbdification will be an important consideration_%n the decisfcnfto
adopt. Few organjzations_have the time, staff, or money to reshapo
entire1y a program or bractice It mgst~a1s0 be remembered that a
‘redes1gned program becomes new and exper1menta1 and without va]1dat1on
. .nerefore, the less adaptation necessary, the better of f you, will be--
both_from the standpoint of supportive evidence and .of being .able to

move ahead with the adoption process.

D. 'Rallying the team. Deciding on a solution is a shared

,responsibi]ity; and the decision must be one to which the~entire
change agent team is dedicated. ‘Even with the most: artfu] and d1p10-

N ‘matic hand11ng of the decision= mak1ng process, team members w111 still
evince varying 1eve1s of support and c0mm1tment - The Change Agent

must be sensitive to the attitudes and fee11ngs of the team and work

to make .the exper1ence reward1ng for every . member WOrk1nq for change
is difficule enough w1th0ut squabbling and d1ssens1on among the maJor
proponents of the change Some d1ssat1sfact1ons w111 occur; some trade4
. offs or c0mpr0m|ses will be necessary The Change Agent must call upon
his/her utmost skill in_human re]at10ns to b1nd the members into a
cooperative working team. W1th0ut a cohesmve unit to back it, the
change effort is‘doomed from the outset. .The.support of every team
member is crucfa]' both in attitude and action. If the Change Agent

can .rally the team behind the se]ected 1nn0vat10n, keep communication

f10w1ng between and among the members, dea] openly and construct1ve]y



v

'w1th conf11cts that may arise, and ma1nta1n a. sense of 0pt1m1sm about

[

-the prOJect, s/he w111 have accomp11shed one of the most d1ff1cu1t and

critical ‘tasks in the change effort and. w111 be off- to a sp]end1d

L S
T lofe i [y

start. o “ .

V. FACILITATING ADOPTION AND '-IMPLEMENTATION

In addition to providing for 1nn0vat0rs and creating
the conditions under which innovation thrives, we
must also take care of the needs of the "acceptors"--
the majority of educators, those who must learn to
. accept and use the new resources. We must not be"
- content with lamenting the fact that most people
are heel-dragging resistors to change, suspicious
of the new,_and not very much interested in creating
new’ th1ngs .

In assoc1at10n with your team and w1th se]ected members of the
client system you have decided on a potential innovative solution.

Deciding, as the concluding step of the preparatory stages of change,

-]represents the culmination of extensive concerted efforts, and you

deserve mUch credit for having progressed this far. You now have laid

. the groundwork for actually putt1ng the change to work, but the rea]

test is yet to come. In this stage of the change process you w111

find out whether your so]ution is indeed workable and acceptable by
e . . :

all members of the client systém. \

. ' L g

A. Individuals and innovations. Researchers have learned that

individuals ‘go through a very complex process in making a decision to

S¥p

]. John G. Caffrey, "The Innovational Matrix" (Paper presented at the
Institute for Government. and Public Affairs Conference on Educat10na1
Innovations, UCLA, Lake Arrowhead Center, December 17-29, 1965), p. 14.
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adopt an- innovation. They have identifiéd six phases in this process:

" awareness, interest, evaluation, trjal,.adoption, and integration.

Because these phéses have been described extensively e];éwhere in the
literature oh change, we will outline them only briefly here. With
each of the phases we suggest behaviors on the part of the Change Agent

that will help potential aHopters move through the process.

1. Awareness. Exposure to an innovation, passive interest, easy
forgetting, questionable motivation to seek further information.

Chaﬁge Agent behaviors: Focus on-eprsure, arousal of curiosity;

brevity, interést,’clear'identification, positive image :of innovation,

excitement, some reward for adoption.

*.2. Interest. QOpen mind,-activé’information-éeekinq, formation

<]

. of positive or negative attitudes or feelings.

Change Agent'behayfofé: Encouragement, provision of more

information, promotidn of open discussion, responding to doubts or

questions.

3. Evaluation. Mental trial of the inhovation, decision on’
whether it's worth .the effort to proceed.

Change Ageht behaviors: Provision of evaluative data; en-

couragement of mental tryout, imaging innovation in adopter's work

‘setting.

4. Trial. Tentative use of -the inndva£§6ﬁ;freadiness to abandon
it if it is not useful or pleasant. ‘

46
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iChange"Agent behaviors- Support and encouragement he]p to

“user in eva]uat1ng exper1ence, further demonstration.

5. Adoptioﬁ.' weighing of results of trial, decision to adopt or

reject.

Change Agent behaviors: Further help to adopter in the event

~of difficulties, further tra1n1ng, additional support and encouragement'

shar1ng in exper1tnces_of adopter, he1p,1n adjusting to new situation.

6. Integration. - Routine use of innovation, acCeptance into
normal pattern-of activities or behaviors.

e

Change Agent behaviors: Nurture'of'integration process by

frequent checks, special meet1ngs, rem1nders in news]etters or facu]ty

bu]]et1ns, some system of ongeing’ rewards, fo]]ow up act1v1t1es

The Change Agent must be ahare of ‘the order]y progress1on of these

s1x phases and’ rea11ze that 1nd1v1dua1s differ in the speed with wh1ch

they will move through them. Some of the members of the organ1zatgqn
will have been involved in the preliminary p]anning stages andjhaée,;
helped make the deoision; they will be readylto adopt. Others will be
menta11y’eva1uating the innovation.,.Sti11 others may not even‘be‘aware
of it. Hurrying through the process because of a'tight sohedu1e wi]] g
not give peop]e the time they need to th1nk things through c]ear]y
Sk1pp1ng steps or chang1ng the order of steps p1unges peop]e 1nto a
new_phase without the necessary preparation. Inadequate t1me to work

N
N

through.the adoption phases may'tause potential adopters to reject the
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new‘idea." o . -
A]though we have stressed encouragement and support in every phase
as- ideal Change Agent be-aViors, we wouid caution the Change- ‘Agent to
be sens1tive to the poss1b111ty of pushing too hard. Once the client
has become interested 1t may 'be time to pull- back and let the client
come to you. High pressure tactics are not in order--if the adoption
is to become integrated into the client system, .the adopters must have -
time to understand it fu]]y, try it out and become conVinced of its’
worth. Once the trial phase has been reached however, the Change Agent
. should be prepared to offer extra support. Abandoning the security of
~accustomed way of d01ng things can cause fear of failure and heighten
reSistance: ‘Until the users feei.some familiarity with the innovation_
and hare experienced success in theytriai,.they-may decidesit's not
worth the effort and continue with or rapidly revert to-former behaviors.
‘One final note: the'Change'Agent should encourage. individuals to |
air their suspicions or doubts”about_theginnovation.‘ It is cruciai
f to get these out in the open and deal with them, Trying to cover up
'possible negative aspects bf the innoVation or ignoring.rumbles.oi

'dissent breeds resistance and possible sabotage of the change effort..

B. Groups and innovations. - Individuals operate not oniy'asﬁ

individuals but also as members of a social system. The overal]
orientation of the systen toward new ideas wii] critically affect the
| response of members. 1In addition, interreiationshipsIWithin the social

network have tremendous impact on the readiness of members to accept
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new ideas. It is essential fhat the Changa Agent"posséss kndw]edge
~about ndw groups accept innovations if s/he is going to be successful
| at gaining adoption.

Three kinds of péop]e play siénificant no1es'in;generating group
acceptance: innovatoYs,‘resfsfers, and leaders. 'Becadse charactefistics'
of these three types of people have been studied extensively by social
| su1ent1sts, we know something about who they are and how they 1mpact |
| on the change process. |

1. “Innovators. Inte]]igenf, risk- taking, outspoken,'outgbing,
qu1ck1y responsive to new ideas, know]edgeab]e from extens1ve read1ng
and travel, eas11y influenced, dar1ng, quest10n1ng, perhaps impulsive,
voca], usua]]y without too much” 1nf1uence, perhaps -considered ﬂd1ffenent“
by their ﬁeers, not deepiy-tied into the.socia1 system.

»Innovators can be-very helpful to -the Change Agent in-diffdsing'
awareness of the innovation througnouf'the systam. Thay\can'also be
a liability if they'hava given anthusiastid supponﬁ_to too many lost
causes or are nof highly naspected by'their peers. Members. of the
innovator group shou1d'be cautiously necrujted by the Changé Agent,;as
theyscan do. much fo publicize the new idea and get peop]é ta]king'about
ft. It will be he]gfu] to try to'get‘se1acted‘innovators to experiment
‘_,wifh tha innovation; becomelfamiliar wifh.how it works, andﬂdemOnstrate
it to others. - |

| °2. Resisters. Logfca] thoughtfu], cr1t1ca1, sound th1nk1ng,

) conservat1ve, protect1ve of the system and standards, exam1n1ng,

.de11berate, negative toward change. ' , ' o
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Although resisters can slow down.progress or prevent change from
occurring (or occurring too rapidly), they also play a very useful role

1'n's0c1'etyT They preserve the social order:and act as a balance to

- ‘those who act impulsively or.arc enamored of change for change's ‘'sake.

It will be wise for the Change Agent to identify the res1sters as qu1ck1y
as poss1b1e (they may have a1ready come to 11ght in the Assessing stage)
~and-find out. the reasons for the1r res1stance You need to reach then
:;before they become voca1 -and - ra11y support aga1nst your cause.. Once

you have identified their ob3ect1ons, you can take a,proact1ve,_
preventative stance: provide more information or data, be read&‘with
sound answers to 1egittmate concerns, bring in an experiencedmuser.
consu1tant to_respond to.ouestions, make.%t possib1eafor them to see

the innOvation at work (and successfu11y at work!), usela realistfc,

| sc1ent1f1c approach to the issues th°y raise. .

3. Leaders. Inf]uent1a1, esteemed by peers and others, powerfu]
usualiy uealthy, caut1ous, reserved'1n Judgment, canny, de11berate,
sensitive to the - right t1me to support the 1nnovat1on--when the 1dea
has become popu]ar and 1eadersh1p is not ‘only warranted but is of
cr1t1ca1 strateg1c 1mportance |

You have already inventoried the 1eadershdp'through the‘assessment
procedure: -the forma1l1eaders3 the informal Teaders, the}gatekeepers;
These persons are critical to the success of.your change effort. iAs ~'
acceptance of the new idea gains momentum,.support by these 1eaders

can he1p to overcome the strongest resistance and lead the way to

acceptance by the rest of the_system. You‘shou1d try to get these
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| "influentials" to make public their commitment to the innovation, and
_try also to include them in 1eadership positjons on various commiltees.
JA]]ow them to observe demonstrations by the innovators and become more
fahi]dar with the details of the:innovation Acqua1nt them with the
~concerns of the r=s1sters and with your methods of dea11ng with the
.concerns ' The more 1nformed the 1eaders are the more prepared they
- will -be to espouse your cause and counter the quest1ons or doubts of
those who ‘are still undec1ded
~ Keep in m1nd that groups are made up of 1nd1v1dua1s and that, as
individuals, they are at d1fferent stages in the adopt1on process
" Be prepared to provide them with the support o ;nrormat1on they need

at critical decision points.

C.. Client systems and innovations. Certain characteristics of

the structure and persons in an organization influence the acceptance
of ‘an innovation.

1. Group cohesiveness Cohesiveness in the group increases

the 1ntens1ty of resistance as we]] as the probab111ty of adopt1on
The Change Agent should try . to reach the informal 1eaders of these
groups, for by winning the1r-acceptance ‘the whole group w111 11ke1y

-follow a]ong Groups tend to be more conservative than individuals)
\

however, when group cohes1veness is strong, the w1111ngness to change
|
-Wwill usually be less. B

2. ‘Bacgground simﬁ]arity If. the advocates of change

possess backgrounds s1m11ar to those of - the client system the proba-
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bility of adoption increases} In addition, if the behaviors required
.by the 1nnovat1on are s1m11ar to the work. exper1ences of the potent1a1

adopters, they w111 be‘more 11ke1y to accept the 1nnovat1on

3. Professional norms. These norms are a set of rules or
standards that profess1ona1s try to ma1nta1n regardless of where they .
.( work, even though they sometimes conf11ct with local norms. ?rofess1ona1
norms usua]]y encompass a wider awareness of 1nnovat1ons Therefore;'

where profess1ona1 norms are high, acreptance is usua]]y greater.

4. Orientation of gatekeepers. When“gateﬁeepers (those who

'.S‘ )
~tcontrol the flow of information) are cosmopo11tan or. outward- d1rected

\ the probability of adoption is increased. When gatekeepers are 1oca11y

[

or1ented and conservat1ve, probab111ty is ]essened

5. ‘Estab11shed ro1es and routines. If an innovation
reqpires drastic changes in roles or routihes, it may cause a great,
) dea] of‘resistance. Peop]e deve]op hab1ts of- operat1ng and become
\\.r secure in.predictable routines. They a]so perform certa1n funct1ons
that are osua11y we]]-defined; The 1ess an 1nnovat1on conf11ct w1th"
3ex1st1ng ways of doing things and present role expe tat1ons, the more
likely’ peop1e w111 be to try it. 4
_ 6. Distance. The.amount;of distance between physical
components of the c]ieﬁt system and hetWeen worh settihgs ot bers,
ias well as psycho1ogjca] distance‘betweeh and-among indiyidua1s, has .
a profound impact on the adoption process. Physical or psycho]ogicaT

separation makes it difficult for an innovation to.spread through

social interaction. Unless people can communicate, discuss, and share

-




reactions, they rarely move past the awareness 1eve1 of response.

7. Training facilities. The amount’ of time and fac111t1es

ava11ab1e for tra1n1ng affects 1nd1v1duals ab111ty to acquire the new
sk111s or Tearn the new roles ‘they will need in order to adopt the
1nnovat1on. Resources for training will enhance the probabi]ity of
'_adoption.Jﬁ | |

8. Resource mobilization. Evidence of an organization's

capacity to mobilize its resources is found in the organization's
. willingness to invest time, money} and energy in new ideas; its ability:
. to identify and secure resources readiTy; its reward system; and the

extent of adm1n1strat1ve support for change SmoothTy functioning

resource m0b111zat1on eases the change _process.

The ab111ty to understand and work with these features w1th1n

t

organ1zat1ons will 1ncrease the effect1veness of the Change Agent and’

4the pr0bab111ty of gaining acceptance of the innovation.

vD. Methods of communication: Communication is the key to gaining

aCCeptance of an innovation. Effective communication'canitake many -
forms, ‘and the Change Agent should not limit her/h1mse1f to a s1ng1e
‘medium. They way you choose to commun1cate w111 depend on your own
persona11ty, the persona11t1es of the c]xents, the soph1st1cat1on ot
the system, the resources available to you, and a host of other factors.
Being aware'of the.numerous possibifities of presentin§ information

Ty . ° . .
will help you to combine them in the most effective manner as circum-

stances warrant.
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1. MWritten and oral communications‘ These can be used to

make people aware of the 1nnovat1on, but shou1d be kept brief and to

the point, -

| 2.. Films and slides:: FeW'thange Agents haVe‘the‘resources
to’ make thefr own fi]ms, but 1t wi]t'be worth yoor time to check around
to see if films appropriate to your needs are avat1ab1e Visual effects R
can make\the message more attract1ve more lively, and more’ 1nterest|ng
A]most any. Change Agent can rather eas11y assemb]e some s11des to. use

_1n_con3unct1on w1th an oral presentat1on, or even prepare a cassette

tape'to accompany'the slides.

3. Demonstrations. See1ng the innovation at work carr1es
far more impact than 11sten1ng to a dozen 1ectures You.can e1ther_
cbr1ng in a group for a 11ve demonstrat1on or transport potent1a1 ‘
adopters to other sett1ngs where the 1nnovat1on is already. 1nsta11ed
For the demonstrat1on to be really effect1ve “the. sett1ng shou]d be

; as similar as possible to that of the c11ent system .

't.4. Person-to- person commun1cat1on The Change Agent will

have many opportun1t1es to commun1cate face to face with. key people in

: the c11ent system. kh11e th1s persona] commun1cat1on is v1ta11y

‘ 1mportant to the change efﬁort, 1t takes much time and’ As a s]ow and
cost]y method 1f you w1sh to reach 1arge numbers of peop1e You may
‘wish to estab11sh and tra1n a network of peop]e in a]] parts of the
c11ent system, and thereby extend your capac1ty for prov1d1ng a persont’
response to 1nd1v1dua1s '

5. Group discussions. If hand1ed well, group d1scuss1ons
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are. extreme]y valuable in mobilizing support for the change effort.

In groups, peop1e feel more secure about expressing doubts or ask1ng
vquest1ons, and are he]ped_to move toward comm1tment.. Group members
_léno:support and encouragement to one another and increase risk-taking
:behavior and the willingness to try something new. Individuals a{so
‘develop fee1ings of'involvement in the decision-making'and commitment

" to the task. Enthusiasm is contagious. Thus, the Change Agent will

“want to make theméroup experience enjoyab]e‘and rewarding and build a
sense of ekcitement about'the opportunity to embark on something new.

. 6. Conferences and workshops. When you are considering \

comp]ex 1nnovat1ons, you may choose to organ1ze a workshop or training
sess1on for key peop]e Your goa]s might be severa1 to promote

awareness, to generate opt1ons, to d1agnose the system, to try the

ﬁh’1nnorat1on,,to teach new skills required by the innovation, to thresh
out k{nks in'thevchange effort, to promote understanding_and‘acceptanoe'Q'
i of the_%nnovation in a concentrated; focused experience. SUchvmeetings
should be enjoyable, activity-oriented and involvinb'}or all participants;
Some methods of communication are one:mayz the message is from
the Change Agent to 1nd1v1duals Others.are.two -way: :messages flow
,Tback and forth, peop]e ask questions and get answers, 1nd1v1duals

1nteract and give feedback to one another. . The ideal communication §

g.plan will include both, methods and will undoubtedly require the use

K oF severa] approaches w1th1n each method. . .
o - E. Flexibility. Developing a systematic plan does not imply '
- » X‘\
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becoming so structured that you are unab]e to change fhe p]an if neces-

sary. Even when you have already very carefu]]y adapted the plan to

' mesh with. your setting, you may find that more m0d1f1cat10n is needed

You may have to comprom1se with some major obJectors, allow more or less
time than you anticipated, revise the target date of adopt10n, or back
of f of your actions to gain acceptance and deal with motives for‘ |
resistance. Be f]exib]ef-ever willing to adapt or aTter the plan or
your strategy for gaining acceptance as you gather more data about the

reactions of the client system.

VI. REFINING AND RENEWING

When the Change Aqent has succeeded in gaining acceptance of the‘

1nnovat1on7 's/he-may-feel--an--inclination-to- s1t back,.-breathe-a- s1gh e e

'of reTle;, and feel that the job is done. A reasonab]e assumpt1on

" The responsibility of the Change Agent must end somewhere. Some final

ccnsiderations wf]l be in order however.-
How- do- you Judge when the innovation has taken ho1d7 How much or
how often. sh0u1d consumers use the innovation 1n order that it be

‘

considered successful? How 'much of their support is needed? >Researchers

have grouped consumer behaviors into five categories: compliance,

transformation, identification, interna]izaticn, and integration.
Called "consumer levels of adoption," these behaviors will influence

the Change Agent's decision as to when his/her task is done.

A. Consumer levels of adoption.
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1. Compliance. Acceptance of the -innovation because you have

been ordered to, it is part of your job, you are rewarded or punished

for using or not using it; little of no belief in the worth of ‘the
.jnnovation. Example: Mr. Rose asked the faculty to use a certain-new
' technique.f And they d1d--whenever Mr. Rose was around.

2. Transformat1on Acceptance of parts of the 1nnovat1on,

belief that those parts w111 be useful, discard of the rest. EwampZe
7 The schoo] purchased a new, semester -long career development program

{‘; Teachers examined it, extracted portions they thought would be inter-

est1ng, added them to the ex1st1ng program, and ignored the ba]ance of

the new materials.

3. Identification. Acceptance of the innovation because it

-

fits in with your role and meets expectations of others, belief in the

144

1nnovat1on but only as vou pé}fdrm in your ro]e, Tack SF 1ntegrat1on s

°

the innovation into your value system.” Example: Ms. Ashbury, the Project
Director, is far different»from Ms. Ashbury, the“wife anc mother.

4. ‘Interna1ization. Acceptance of the innovation because

. you be11eve in 1t, it 1s bas1ca11y congruent with your va]ue system,
it maximizes youruyalues; some mod1chat1on of the 1nnovatJon.to fit
:your'situation; acceptan€e level dependentlon extent of congruence

with'your values. ExampZe'i'The superintendent made Ms. watson his
top assistant because he be11eved genera]]y ‘that women make as good

adm1n1strators_a§/men. Since he/fe1t that the1r forte was w1th young

/,/’ e /

. . '/
chi]drenifhouever, he 1imited her respons1b111tﬂes,to administration
P , , _ .

- of the elementary school programs.
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5. Integpétion. Accébtaﬁte-of thé'innovation as routine;
part of everyday Qéﬁavidr. Example: It was ahfea1 change‘wﬁen Mr.
Greene -had all dffthe counselors work at the attendance desk just
before school iﬁ;rted each morning. Once the counselors became ac-
customed to thé‘change; they 1iked.it,.f0rgot'aboﬁt their initial
resistance, and accepted the new duty as part of their normal’daify
activities.’ | “

‘\ These levels of adoption are npt linear. Consumers-may adopt the
innoQation at ;ny level and méVé.ﬁo‘a quper 1eve]. Tﬁey m%y ?1sojm0ve
“to more suberficia]-]eve]s as fahijiarify.wﬁth the innoQatféh increases
or conditions change. If the c]ieﬁt éystem_has-accepfed the ihnovafion'
at the interna]iiation or integration 1e9e1,»fhe Chanée Agent can leave

the project”feelﬁng.reasonably'sure that the c]iént has been¢Wg11 served.
VAN

B. Refining. Part‘of any program for change should bgwb;svﬁsion
for periodic review and refinement. ,As users gain additional experience
and data from frfa] of the ihhovation, fhey need time to ré-eva]uate it
and decide on possible further modifjcatioh. This type of activity
‘insures that the q&a]ity of the innbvétioﬁ is maintained and that the
innovation is in its most efficient and hsab]e form; it also prgvides
further encourdgement and.support to thg users. - |

The mehbers of the organization’afe a very important part of this
.refining process. If they know that the innovation will be up for
review after a reasonable trial period, they will be more willing to

try it out, to put up with inft1;1 fee]ings of awkwardness,.and_to
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.accept any initia] inconvenience. ‘If they know“that they.w§11 be ca]]ea
upon to part1c1pate in the review, they will observe more carefu]]x‘and
be ready to offer better suggestions for improvement. By_participat1ng,
‘they will deepén their commifmént to the changé.effort"

The 1ntegrat10n of the 1nn0vat1on 1nt0 the c11ent system requ1res
f]ex1b111ty and the ab]11ty to adapt.. Th1s continues to be true over
.time becadse circumstances change. _If adopters are able to refine and
.feshape the:héw proéréh or-pratticefto meet changing.neeaé, they will

be more likely to continue using'it effectively.

C. Renew1ng As populations and neads cﬁange, so.tod shbuid the
service wh1ch is provided. While refining is an ongoing activity,
concurrent to use of the 1nnovafion during the t}ial and sfabi]izing
stages ofraddptfon, renewing is a cénécious, piannéd éffort to review
mand evé]ﬁate outcomes. Renew.ng may résu]t in the determ1nat10n that
a]] is go1ng well, outcomes are-as expected, the program_is achieving
Jits goa]s. On the pther hand,'the renewal procedure may reveal that
éhanging Ciréumstances have caused £he program to beéome opsolete, no
longer responsive to existing aftitudes or needs. Systgms that incor-
porate and use this rénewiﬁg featﬁre arevhabitha11y aggressive 1in
seekiné outlnew so]utfohs They pdssess.ffexibi1ity and openmindedness
'and an obJect1ve attitude toward ex1st1ng act1v1t1es They telieve in-
progress and are w1111ng to d1scont1nue an 1nn0vat1on when something
better comes along. |

: The.fina1-goa1 of the renewing'process will be for the client

59

53



system to have the capacity and skills for self-renewal.  These will

'fnvolve, first of all, a positive-attitude toward change. Experiencing
fee]ings of_success in innovating'and gaining some kind of reward for
innovating}(praise, money, recognition, promotion) stimu1ates the desire -
to innovate. | o | |

| Second, the staff shou]d be tra1ned in Change Agent skills, and
they should have a chance to use the1r qk]]]S. Most organ1zat1ons w111
not be able to employ fuj14time innovators, but_SOme sort:of struoture
should a1low for study and'applitation of change.
" A third feature>of se]f—renewa1'1s active searching for outside
- resources. The innovative.attitude represents far more.than passive
receptivity to new 1deas It includes the willingness to go outside
the en»1ronment, v1s1t other systems, attend workshops and tra1n1ngv
programs, cbserve demonstrations in other sett1ngs--take a look at the
Jrest of the world. Such act1v1t1es w111 st1mu1ate individuals to
bring 1ome a]] kinds of new ideas and products and. w111 ma1nta1n the
urge to 1nnovate
Last1y, self-renewal invo]ves7p1annfng for‘the future--anticipating
future neehs, studying trends,'drawing up tentative programs, keeping-
o
//f on top of the. present through carefu? preparat1on for future change.

A focus on the future keeps the system on 1ts toes, not only abreast

but ahead'of.the.times, prepared and ready’for'what is to come.

If you have been able to develop a change program a]ong the ]1nes

.0f this mode] the client system should now be fa1r1y we]] trained in

o
g
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nelping itself. Because you have worked éo]]aborative]yvand involved
the members in all phases of the changé effort, they have a good under-
standing of the procesé, [f they also now possess the capacity for

se1f—reneWa1, ybu have indeed been sqctessfu].
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lCHAPTER 3. CHANGE AGENT. TACTICS

In th1s monograph we have emphas1zed the’ need for the Change Agent .

to have an organ1zed p]an for any maJor change. s/he may wish to bring

about A set of well-defined objectives and a systemat1c -approach for

reach1ng the ob3ect1ves are essent1a1 if a person is to be 1nstrumenta1

- in facilitating change

Many times, however, a change is not the result of a Systématic

= plan or the use of a process model for pJanhed change. . Offering a

penetrating insight at-a moment of hesitationgiclearihg up doubts as

to the w1sdom of a particular act1on, or, encourag1ng individuals to

©

“conduct a.“'no. ob11gat1on" tryout are ‘some specific techn1ques or

"

tactics that can be ‘used to fac1]1tate change Most individuals “have
a few tried and true techniques on wh1ch they re]y to win adopt1on of

their ideas or plans. Usually their reperto1re of techn1ques is of

. the "seat-of-the-pants" var1ety—-techn1ques deve]oped w1thout any

conso1ous exam1nat1on of their merits or how *they can be 1mproved.

- This chapter is planned to maké'expﬁicit what we do implicitly

and to encourage an ingquiring approach to how we can improve our change

'agent tactics. As much as we believe the systematic approach to p]anned

change is important, we recogn1ze the impact that specific behaviors

or attitudes can have on‘promot1ng change.
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1. Knowledge Power .

"Let's get to the facts!" or, "Do we have any data on this?" are
comments frequently heard in meetings where a new.course of action is
.up for disoussion Peop]e be11eve genera]]y that if they can assemb]e
a]] of the r°’evant 1nformat1on on a g1ven topic, they can read11y

: come to en_appropr1ate dec1s1on. |
| ‘in SCtua1 practicebpeop1e'se1dom have “the facts" when making
individua] or group decisionS' They cohhon]y act on the basis of
.partial truths or persona] b1ases, or from emotional stands. 'hery
{. frequent]y the 1nformat1on ava1tab1e to .decision makers depends upon
the means they use to obtain the 1nformat1on Seek1ng the v1ews_of
a close friend or a person assumed to be knowleageable in a given
erea is a comhon means of ﬁcquiring information. It has the advantages
of.being eési]y retrieveb]e'(a telephone call will dspa11y suffice),
.condensed (the.information presented is usually very se]ective),
interactive (the recefver can ask ouestions; c]érify ambiguities) and
freouently deoisive ("In my view it's clear that the best course of
action is. "). These advantageS'of interpersona1.sources of %nfor-
mat1on are 1mportant and help to exp1a1n why, when . confronted with a
tdeo1s1on, peop]e typ1ca11y will turn to another person for needed
-.information. There are distinct benefits, however,_to sdpp]ementing
interpersona] information>gathering with a systematic épproach

~To max1m1ze know]edge power an 1nd1v1dua1 shou]d c]ear]y define

the prob]em or. need and then utilize all ava11ab1e resources to

"search out" poss1b1e approaches to solving it. A part1cu1ar1y useful
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~means of Broadening knowledge power is-to conduct a computerized
. search of ERIC or other national data bases to obtafn relevant infor-
mation. This.process yields a comprehensive search of a wfde variety
of sources, i.e., journals, articles, and research reports; which
provide an intensive and extensive eoyerage of the topic. SucH %"
*seereh enables the individual to learn what hes been tried and w%th'

what effect. In addition, the Changé Agent has at his/her fingertips

accumulated knowledge about how a prob]emior‘toﬁic has been viewed or .

conceptualized, what steps or appreache§-have been used to deal with

it, and what have been the results or-butcomesﬁ Such_information can

be extremely useful in documenting the fact that a problem exists and
sugéesting ways of.respondﬁng‘to it. Consider the following i1lus-

trétion of Change Agent'use of krowledge power.

| ExaﬁpZe. Marylw1}1iams; a Student Services Spécia]ist at

-State'UniVersity, was a membek-of the staff of the Vice-
Presideht for Student Affairs. The Vice-Presjdent circulated
a memo indicating that the President had'reee{ved a number
of’requests froﬁ students and faculty togestab1ish h peéf |
counse}ing center. The Presidentlwentedbthe Vfce-Presideht..w
to review the idea.in a meeting with the sfaff and recom- .
mend . a ;;;rse of.aétion for the University to pursue. In_'

;preparatioﬁ fer the mee;ing, Mary conducted a search of

’_the ERIC fi]esefrFrom the search she identified ainumber

of peer counseling prbgrams in a variety of settings, with,
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descriptions of observed re;u]tsl' Mary called the directorg
of two of the most interesting prbgrams to obtain Up-to-date.
infofmation on how thebprograms were operéting, - |
Initial reaction at\the meeting to the idea of peer '
counseling was'quite:negative. Aftér Mar}fpresénted,the
results of her §éarch, however, the fee]ihgs of the staff
'cﬁahged nqticgab}y. ?afficu]ar]y effeétive was Mary's.‘
ehcourag%ﬁg theistaff_to "b]ue-skyd How‘peef couﬁse]ing>“
“could be used at State. The group came ubhﬁgfh several
ideas which were different from Sny that had been triéJ
elsewhere. In discussing the issue the §taff‘begqn to
(fee1 a sense bf 6wnership in thé ideas and interest and
excitehent ih'imp]émenting'them.. At the conclusion of
the heeting, the staff had moved from genefaT negativism
 yregarding fheforiginal idea tota positivé pqéitionvébout

expefimenting with ‘two approaches to peer'tounse1ing..

Us;d as a stimulus to furthef thiﬁkingfand planning, as in-the,.
i]]ustratfoh,;know]edge can‘be a significant force 'in helping a group
move from unceftaintyfand negativism to a wi]]ingnessffo try out new
approaches--particularly when the group members idenfify the appfoaches :

- as their own creations.
el ,

2. Zéro-Based Piloting -

,/'Many.people have learned through experience that an idea or
/ . ' _ : .
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; pract1ce once introduced is never dropped. | If the introduction of a new .
idea is tantamount to its permanent adopt1on, however, a]] new ideas

; 1mmed1ate1y become suspect. "Resist anyth1ng new because if you don't
you will be stuck with it forever" may well be the motto of those who -
have suffered from inflexible management of new pract1ces

- - The Change Agent, reaJ1z1ng that many_peop]e harbor suspicions

. about tryouts, makes c]ear that'the tria] adoptjon of‘a-new practice
»is time 1imited and experimenta] A zero-level adopt1on strategy is
used: at the end of the p]anned for 11fe of an 1nnovat1on, everyone
concerned joins in a debr1ef1ng session to review the outcomes of the
project and'deride whether the practfce should be contjnued. If the
decision isdno; -ive,  the practfce or project automatically "self-

- destructs." This procedure gives the chance for a fair trial and

evaluation to any prospect1ve 1nnovat1on ' s

Example. Gordon Harr1s presented to the counse11ng staff
of a large high schoo] a career gu1dance group counse]1ng
approach In his plan he proposed a two-year'tryout

per1od w1th a review at the end of the first year i Specifit
outcomes and ‘means of assess1ng them were estab11shed for
each year. Gordon made it very eXp11c1t that after two
years the program would end un]ess the staff took formal
action'to_adopt it. Response;to Gordon's plan was
guarded]y'positive;vbth as one member put it, "I don't

think we have any real commitment here to do anything
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but test out this group counseling idea. If we don't
| fike it after trying it out, we're not stuck with it. So
. ' what have we got to lose? .EVen if we don't adopt it, we'll

probably pick ub some ideas."

A no-commitment, time-limited piloting program can be a poweriul
tool for faci]itating innovation-tryout Because threat and anx1ety
over the effects of new procedures are minimized, the climate becomes
more-receptive to experimentation.- Interestingly, an incidental out-
come Often occurs: tne process of ]earning.about'and trying out new
procedures on a no-obligation basis may lead the staff, in a low-key
manner, to renewing existing skills and:eombetencies or to acqu;ring
new ones, .A sense of excitement and reward often develops when
individuals share inthe‘positive fee]ings of experiencing personal

growth and.increasing group capabi]ities{

3. A Low Profile
In many»situations the response of a system to a new idea is
1d1rected as much to the person 1ntr0duc1ng the idea as it isto the
_ 1dea 1tse]f Understandab]y, resentment and.Jea1ousy may develop

toward the.ChangevAgent, who is seen as the person receiving or e1aim-

AN 'ing-credit for an exciting new program.- This is espec1a11y\true ‘when

N,

\./'
the Change Agent is internal to the system In some s1tuat10ns the

Ch@nge Agent may f1nd it des1rab1e to divest her/himself of re-

1

spons1b1]1ty for or 1dent1f1cat1on with the innovation. It may_Be more
67
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'impohtant that’a high "influential" or decision-maker: be given credit
for the innovation. By allowing someotne else to lay d]aim to the in-
novation, the'Change,Agent is often in a better pqsitipn to work for

its adoption.

 Example. Jackson High had an o1d-school, h1erarch1a1 ad-
ministrative structure 1n which all of the 1mportant dec1st0ns

. were made by the pr1nc1pa1. The whole faculty understood and

K\

" Tamented the fact that if they wanted change, they had to
wa1t till the "top person" decided that the t1me :was right.
Severa] teachers had 1ntr0duced ideas in faculty meet1ngs that
were enthusiastically received but’neyer imptemented because
the'prfndipai perceived them as‘a threat to her position.

. L7: Ray Voot, the Guidande 6irect0r, found an unusually
| attractive opportunity to atquire additional state funds.
for the testing program. Ray met with the princjpa]land

: dut]ined his ideas, suggesting that. becadse finances were
1nv01ved, 1t wou]d be ‘best if the principal 1ntr0duced the ’

’h?1deas and d1d the negot1at1ng “The pr1nc1pa1 thus was

Eab]e to accept the p]an and in her pub11c d1§cuss1on of 1t
eVen acknowledged the he]p that Ray had been to her 1n

lde"e1op1ng the proposa] Eventua]]y the p]an was adopted

.and it proved to be a great boon to the- scnoo] S test1ng

prdgram. ' ' R ) .
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v - ' Helpthg professionals are as_]ﬁke]y'to have ‘strong ego needs as
'anyohe e]se; Receifing public recognition for new ideas ahd innovatire
programs is very;satisfying. There are tjmes, however, when the Change
Agent must decide whether goa1s are-not better served by allowing
g. B someone else to have the glory. In many situations, Change Agents -
vf"may find it appropr1ate to diffuse respons1b111ty and credit broadly
to a]] those working on. the change. Theuappropr1ateness of the name -
" "Change Agent"| is determined by one's abi]ity.to facilitate change h
| within,a system. A person who must a]ways be in the limelight or
the center of attention may, in‘thellong‘run, turn out to be an agent

of no change. ' _ .

_ 4. ;Systems:Thinking

¥ i ! ' -
when cons1der1ng how a change can be made 1n a current operat1on

'or activity, it is he]pfu1 to v1ew the potential adopting unit as a
system, with forces which are boti po<1t1ve and ncgat1ve to change
and growth The wise Change Agent will th1nk beyond the 1mmed1ate
focus of the change, i.e., a new counse11ng procedure, d1fferén+
roles for the counselors, a dia uost1c system approach in. the process
’ the Change Agent asks such questxons as, "Nhy are we doing things the

G

way we are now?" '"What wou]d we lose or ga1n 1f we changed. our approach?"
'p"who is 11ke1y to gain or to 1ose from the proposed change?" Quest1ons '
- like these cause the Lhange Agent to think beyond the effect of the change
on ‘immediate circumstances®to the broader question of how the change

will affect the work of others and the1r 1nterre1at1onsh1ps w1th counselors.
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fbwample. fhe seventh-grade girls in one ¢lass at Main
Junior High School seemed to be exper}encing excessive

- difficulty ih getting along hith each ‘other. The teacher
consulted with the counse]or_abdut the problem, and

they agreed that®it would be he]pfu] for the:ceunselor
"%to_meet with the students as a group for two hours each
\week One hourlinvoived the épecific class in whiéh the
behav1or prob]em ex1sted the other 1nvo1ved “several
classes, as students' schedules d1ffered marked]y The
counselor éommunicated with a]]‘of the- teachers»affected

by the change to obtain their aphrova] to re]ease the
students one huur per week. Most of the teachers agreed,
but two of them objected on the grounds that the students
wou]& miss class time, would not get homework"assignments,
and would net be able to keep up with other class members .
One teacher complained to the principe] that she had "had;‘
it up to here" with.students always being taken-out of her
class for some "dumb reason." She vented her feelings to
other teachers and won them to her point of view.. Before
long factlons deve10ped and. many teachers were not speak1ng
.toeach other to- the c.gi,elors, or to the.principal. Event-
\ua]]y the resistance giuw to .the p01nt where a )pec1a1 facu]ty

meeting was called to discuss the issue.

"A change can elicit waves of repercussion throughout a system
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and affect kow people perceive and respond to each other. It is
therefore very impoktant to consider the change from a systems point -
of. view. _ _ T

5

5. Staying Power

Many generafions of counsélofs have been taught that if conditions
are not right in their place of employment, they should go elsewhere.
~ The assumption is eivher that the counseior is relatively powerless to
change conditions, or that, rather than even try to change conditions,
the counselor will prefer to move on. Needless to say,vtﬁis approach
biaces a premium on the counselor's abi]ify to select the right
position in the first place and the counselor's freedom to move if
" necessary. : | /"V ‘ v

" There is something attractive in the notion that if things don't
o, /

\,

measure up, you Teave. It imp]ies‘é sengg/of power--meet my coﬁdition§
or.you lose me. In a;ﬁua] practice, thé/counselor who chooses to keep
moving may be unwitting[y gix}ng powe;/away. Generally speaking, thé
greater the brediéted Tongevity of a person in a systém the more

power and ihf]ugnce people will project into the person. This is one
reasori why “the locals" often have more influence than those in the.
highest 1eadershjp positions. LOften‘persons with a great deal of
respohsibjiity or power in the formal system are known to be mobile--
people who will do their own thing for a whf]g and then move on. The
locals afgmknown as "stayers" and acquire power and influence as a

result of their staying.
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EmampZe - The Blue Ridge Intermediate School District recent]y
1earned of Lhe opportunlty to receive state assistance to
develop specialized .helping services in the elementary
schoo]é. State guidelines Qere extremely general and allowed
each‘I.S;D. to develop its own plan for utilizing the funds.
This led to a number of competing specié] programsvsuch as
the use of child development specia]iéts,ya cadre of crisis-
intervention teachers, and the introducfion of e1ementary

i school counselors. Each of the abproaches ﬁad its share

of vocal advocates, sure that the approach“they espoused was
the right way to go.

Richard Jones, a formee teacher and counselor in the
district and now an elementary-consultant, had been with fhe
system for 13 years. He was high]yArespected, and -known
by everyone as a person who loved the area and planned to
devote his 1ife to 1mprov1ng the schoo]s and community.
j'»A]though he was not highly voca] and did not carry a
position of authority, it was known thqt once he became
conmﬁtted to a project, he would carry through with all of
his resources. » |

Dick d1scussed with each of the advocate groups their

proposa] for change, and, after thorough study, expressed
~ his support for elementary counseling. No one in the systemf
with any position of formaT power backed this approach,

- and several principals supported each of the other
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a]ternativeé. bne of the sa]ient.factgrs.that influenced the
early discussions;in the supeﬁfnténdent's office was aware-
ness that Dick favored the e]ementgry couhse]dhgpprogram.
- The final decision to introdute e1ementary counﬁe]ihg into
fhe schools Wés.c1ear1y strongly inf]uéncéd“by the knbﬁ]edge
 that a pfograh-which did not have his fdi] étdmp of approval

did not stand much chance of succeeding.

Counselors may enhance their influence and ability to facilitate
change within their environments by clearly communicating their
commitment to the system and theif'intention:to stay. "Having a mind

set and an image_of one who will be there maximizes latent power.,jf,
By acquiring a "stayer" identity they assume greater power and
“influence, especiai]y_in the infrastructure, and become a force to te

reckoned wfth.

6. Knowing When to Act

"Thé?e is a right time for everything" is an adage to which we
should give particular heed. The time chosen for intervening a system
td bring ébout change is key to success of fﬁé.thange effort. It
“ is, of course, difficu]f to say with any degree of pneqﬁs}on what is the
best time to do something. This will depend on the people, the |
policies, the psychological climate, and a host of other factors.

‘Careful attention to both individuals and the system will identify

times when any effort to change matters will be ill-advised. Con-
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versely, a partucu]a. comb1nat1on of circumstances w111 revea] that

peor & are demand1ng change and .the t1me is ripe.

Example. Counselors at a lTocal cohmuhity t611ege wanted tg
design and implement a program of assertiveness thatning:”
They became quite excited as they developed the1r ideas into
an organized plan and took thL comp]eted sy]]abus to the
D1rect0r of Student Serv1ces, sure that they would obtain
approval. What they didn't realize waétthat Dr. Robinson'had
just been told that his budget had been cut by one-sixth
and that no new program cou]d be considered. Dr. Robinson
barely 11stened to their idea and advised them that it was
an impossible goaL. | |
Some weeks later the counselors noted that conditions
had changed dramatically. The legislature had appropriated
more mdney to -the college, students had staged a demonstration -
in support ofhgqua1-rights,‘aﬁd the women on campus were
- demanding that the college respaid toltheir unique needs.
The_counse]ors were ab1e once more to present their new
program, {t was approved. and deed through channels with’
-rapid?ty_and ease, and asaertiveness training is now in

the cataleg as a regular course offefing.”

Clearly, it.is a poor time to try to involve people in a Change
effort when they have a deadline to meet, they are involved in a majdr

effort which demands their attention, they aré under severe pressure,

-3
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or 1m§0rtant members of é.systeﬁbare absent. On the other hand,
times of dissatisfaction with fhe_present, expressjbhs of a néed.to do .
things differently, the bféakdoﬁn of an exist%ng prbgram or procedure,
or.the feedback from an eva]uafion study can be opportune times to

make change. happen.
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NOW AND THE FUTURE

Counse11ng began with a revo]ut1onary fervor Whereas education

had trad1t1ona11y espoused rat1ona11ty, knowledge, and objectivity,

~counse11nd burst upon the educational scene w1th a strong emot1ona1

message thatlwe consider the ‘person's att1tudes, values and feelings
about'se1f uhiCh We grew to ca]]fa se]feconcept In most schools.
today, the battile to cons1der each student as an 1nd1v1dua1 and to
regard affect1ve deve]opment as 1mportant as 1nte11ectua1 development

has been won. .Educators have come to include the affect1ve as a regular

. part of..the. curr1cu1um

Having 1arge1y,won acceptance in"princip1e it not totally in

practice, it would seem reasonable to expect that counseling wou]d

establish new goals for itself. Like a staircase, counseﬁing could

‘now move to the next step reasonably assured that the base had been

established. In'fact, something quite different has happened. Concepts

and approaches have been adopted and dnfused into many'components of

_the educational process. In.actual practice, some counselors are in

danger of having their goals and -emphases -pre-empted by teachers who
as recent converts to "psycho]og1ca1 educat1on“ have a zeal and

enthus1asm for the new educat1on that counse]ors find difficult to match.

'Str1pped of their ideological pr1macy (or monopoly), counse1ors have

1

,been 1eft with the trappings of a once young and zesty movement..

Confronted by changing people and educat1ona1 needs, counse11ng

nas not as a profession embraced -new initiatives with any notable energy

o
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orgcthensus. It may bé harsh, but uncomfortably near to‘the mark,
to generalize that counselors have stood pat while the world ebbed and

‘flowed about them. Minor steps toward assiming sbme initiative and
ﬁdentity in areas such as career development, sex stereotyping, human

- sexuality or asserfiveness have not sufficed to .establish them as
leaders.

We can speculate at length why counselors are what they ére.

'We Qndoubtedﬁy would find it profitab1elfrom a historical standpoint
to analyze the development Qf cbunse]or roles to dété. More to the
poiﬁt'bf today's need, -however, is to ﬁdehtify éoﬁnse]or options. for
the future--whichhbegins tomorrow. Inf that Context it seems cléar
‘to us that counse1oés must deal cohcurrently'witﬁ two majof'issues.
First,;fn‘What areas .of human need fhey can be most contributive;_and_
secoﬁd, how they can bri%g about needed changes.within themselves and
their iﬁstitutions to establish neQ roles and identities.

- This monograpﬁ has been devoted to. the second of'theﬁe two
issues, how qpangé can occur. 'ﬂhgg the change’shou]d'be is,?of course,
of vftaT sigﬁificance. Deterhiﬁatﬁon'of the what should be the result
of a cdnfrontiﬁg and ché]]enging national dia]égue. Andvfhe résu]t
_hobefu]]y w111;be'p]uralis$ﬁc--we wj]] identjfy a number of major
- directions and initiativés. | )

While it may éeem as if we are putting ‘the cart before the horse

.? (0r the.“Hmmm...“ before the client's expressfbn) to deal with the
i change_process before the goals are established, we fﬁnd'fhgt it has an

“© attractive logic. What we decide to do is influenced both implicitly

717



and exp]icit]y by what we believe we wi]] be able to do. If we have

fa1th in our own capac1t1es, we w1]1,reso1ute1y pursue our priorities
If we have a heady sense of our strength 'we will feel embo]dened to

select goals and objectives for counge11ng that cha]]enge us to give

forth the best within us. If we fee1 empowered, we will be ab]e )

create the best kind of future for ?ur c11ents, our profess10n, and

’1s a significant step in. that

our$e1ves" Becoming a Change Agent!

. creat1ve pvocess ' _ : /
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Abbott, M. C., & Lowell, J. T.
.educational administration.

BIBLIOGRAPHY

(Eds.). Change perspectives in
Auburn, AT.:" Auburn University,

1965..

Six papers are included which were given at a seminar on the
change process held at Auburn University. The seminar dealt
with:. (1) the 1dent1fy1ng and defining of basic forces in
Amer1can society that impinge upon the educational institution,
(2) the analyzing of specific impligations of these forces on ,
the educational institution, (3) the discussing of different -

- aspects of the change process itself.

Adel

Arends, R." I., & Phelps, J. H.

Arends, R. I.,-& Schhuck, R. A.

Argyris, C.

son, M. On changing higher education from’ w1thin, American
Behav10:a1 Scient1st November-December 1974,.18 (2), 232-249.

3

This. paner suggests to those who have a genuine desire to effect
change in higher education some ways of thinking and acting

that they may find useful and urges further dialogue about
strategy and approach to needed innovation generally.

-Establishing organizational specialists
CEPM, University of Oregon,

with school. districts. Eugene, Or.:
1973. ’
‘Discusses in detail the entry, .training, and maintenance
‘procedures used in two school districts to establish internal
cadres of organizational specialists. Append1ces include the
training design for the.cadre and a "report card" of inter-

ventions done by these cadres.

Q

Organization development: -building
Eugene, Or.: CEPM, University of

o

~ human systems in "schools.
Oregon, 1973. /,/7
A booklet to 1ntr0duce the theory and strategy of organization
development. Includes information that school personnel

. typically want as they consider their own desires to enter

into a change effort/ Can be accompan1ed by a slide-tape

show of ‘the same nane

. Interventioé theory and method: a behavioral science
Addison-Wesley, 1970.

7 '9

- view. Menlo Park, Ca.:



Excellent presentation of theory and strategies to guide con-
sultants who work and intervene in organizations. Most examples
aré from industrial organizations, but applications to school
settings are easily. inferred.

Arizona State Department of Education. Innovations in education.
Phoenix: Author, 1975. (ERIC Document Reproduction Service
No. ED 103 559)

The Elementary-Secondary Education Act of 1965 created opportuni-
ties for improvement of school programs: Title III provides one
' such avenue to develop strategies for demonstrating experimental ..
© programs which make a substantial contribution to the solution of °
. critical educational problems. The E.S.E.A. Title III program is
~intended both to support vitally needed supplementary services as
well as to encourage innovative and exemplary applications of new
knowledge in schools throughout Arizona. An important facet of
any program is the revelation of these programs throughout our
educational community, the State of Arizona. Thus, a major thrust
~of P.S.E.A. Title IIl is to disseminate among education decision
‘makers information relating to new and innovative programs, treated
individually in the text of this document. It is with the dis-
semination purpose in mind that the Department of Education is
sharing with.you "Innovations in Education.". The information
contained in this, publication should aid in creating an awareress
. of educational need, some solutions utilized by various districts
. toward meeting these needs, and to further stimulate formulation
of imaginative programs which- might further the education oppor-
tunities for students in Arizona. :

Asbell, B.  Education and the real world of jobs. Washingtoh, D.C.:
Nat'l Committee for Support of the Public Schools, 1968.
(ERIC Document Reproduction Service No: ED 029 990)

This document focuses on five major themes: (1) What's Right and.
What's Wrong with Vocational Education, (2) Technology for
Elementary School Children, (3) Setting Performance Objectives for
Learning, (4) A Prattical Program for "Real" Learnﬁng, and (5)
Vocational Guidance: An Unfulfilled. Challenge. It is recommended
" that vocational education needs to renew itself according to the
following priorities: (1) implementing the chief recommendations
of the 1963 panel of consultants on vocational education, (2)
presenting a realistic picture o0f the world of work in elementary
schools, (3) shifting an emphas1s from "teaching," in which a
dominant adult makes a series of external demands upon children
for externally desired responses, to “1earn1ng," in which a student
interacts directly and intimately with things and peop1e and learns
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~ to generalize from these experiences, and (4) developing a whole.
new curriculum which emphasizes attainment through performance
objectives.

Ashmore, W. H. Toward an evaluation of 1nd1v1dua11yggu1ded education.
Madison, Wi.: Wisconsin State Dept. of Public Instruction, Div.
for Management and Planning Services, 1975. (ERIC Document
Reproduction Service No. ED 110 508)

This paper presents an a1ternat1ve approach to evaluating Indi-
vidually Guided Education (IGE) which should be_prerequisite to
the conduct of output evaluation. To this end, ‘it introduces a -
.specially designed instrument, the "IGE Imp]ementat1on Survey,"
which is capable of systematically collecting information on the
degree to which schools which claim to be IGE, are actually oper- .
ating in the IGE mode. The type of assessment proposed here,
implementation evaluation, considers ~the developmental aspects

of IGE. As such it provides improvement-oriented information to
decision-makers which allows them to:document where they are in
implementing the IGE system, auad to identify program areas. where
modifications and 1mprovement< are needed. 'To be sure of its
proper role and function, it.is important to note that. implemen-
tation evaluation of IGE does not preclude, nor does it substitute
for output evaluation. Rather it should be considered a refinement
of and prerequisite to output evaluatign in that it allows for.
analyses and interpretations of program output within the context
of possible-differentiated levels of the 1ndependent var1ab1e
(IGE) which may exist.

Baird, P. G., & Campbell, R. A. Report of the I11inois occupational
research and development unit (RCU) workshop for-vocational
education, Springfield, January 11-12, 1966. Springfield, I1.
IT1inois State Board of Vocational Education and Rehabi 11tat1on,
1966. (ERIC Document Reproduct1on Service No. ED 012 785)

Conference representatives from-business and 1ndustry, organ1zed
labor, higher education, secondary education, the state department
of education, and other governmental agencies totaled 160. Their
objectives were--(1) to, identify needed areas of attention and
critical issues facing vocational-technical education in I1linois,
(2) to suggest tentative directions .for meeting current and future .
educat1ona1 needs, (3) to consider means of improving working
re1at1onsh1ps among interestad agencies and groups, (4) to review
policies and procedures pertaining to vocational- technical education
‘administration, and (5) to establish a frame of reference for de-
termining needed research and researchable prob]ems The minutes
of the meeting include detailed reports of the following presenta-
tions w1th some d1rect quoLat1ons--(1) “Objectives of Conference,"
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by J. E. Hill, (2) "The Challenge to Vocational Education with
Respect to Man, Fducation, and Work," by Grant Venn, (3) "Struc-.

- turing Vocational Education :to Meet the Challenge," by Rupert
Evans, and (4) "Strategies for Change Through Research and De-
velopment," by Allen Lee

[

Banks, J. M. The secretarial science ohogram of the:7b'sf Journal of
' Bus1ness Education, 1971, 47, 1 27~ 29 E

Exam1nes the secretar1a1 science program in terms of changes in
curr1cu1um course content, and mode of study ’ :

B4 PR}
]

:_Barnes, L: Organ1zat1ona1 ‘chanige and field exper1ment methods In e
V. H Vroom (Ed.). Methods of ‘organizational research. P1ttsburgh,
Pa.: University of Pittsburgh Press, 1967, pp. 57-11T.

Benne,bK;, Bradford, L., Gibb, J., & Lippitt, R. fhe laboratory method -
4 of 1earn1ng and chang1ng theory and app]ications. Fairfax, Va.:
LRC,1975. ' R '“_. ' ’

" This is the basic vo]ume on 1aboratory educat1on w1th special

- chapters -contributed by leaders®in the field. It is primarily
for those interested professionally in‘training and consultation.
The chapters -include appiications to personal growth roup de-
ve]opment, organizational and community developmert. '?about 800
pages, hard cover) :

¢

‘Benne, K. D., & Muhtyan, B. (Eds.). Human relations in curriculum: -
hange —. New York: The Dryden Press, 1951, 363 pp

This ear]y wark on the change process -in educat1on provides valu-
"able conceptual " ‘background on the development of planned change

and its application to the field of education. It does not rely

heavily on research reports but the presentations are clear and

might -adequately. serve to orient an educator to the basic dis-

cussions. Short introductions are provided for each major topic

area. There is no bibliography, but an index is provided.

\

\ .
Bennett, L. F. hange in occupatidnal pducat1on programs: a study of
]oca] administrative and community factors affect1ng;program change
in public secondary schools. Raleigh, N. C.: North Carolina
State University Center for Occupational Education, 1970.
(ERIC Document Reproduction Service No. ED.057 229) -

~J
[ex)
ot



e With an emphasis on the ro]e of local sch001 adm1n1strators,\th1s
o study focused on a change model for occupational education programs
: involving: (1) motivation, (2) structure and authority, (3) goa]
|  development, (4) resources, (5) mobilization, and (6) outcomes.
. ’ The study, based on interviews with 23 public school.suberintendents,
RS ™ revealed that_there isvample notivation to change and esxpand
e occupational education programs. Also, it was found that local
/ i support for occupational education programs is widespread, thus
' contributing to the climate necessary for change. However, obstacles
_1 to change were: noted, such as the ab111ty to.obtain and effects ve]y
utilize sufficient resources for program implementation. Cost, in
I -« particular, was identified as the primary obstacle to change. In
d1scuss1ng strategisg 'or overcoming obstacles, the study recognizes
two major limitatiens regarding program innovation--the limited
; power of a superintendent and the boundaries of the superintendent's
b ~ambitions for. the system. - : _ \

Bennis, W. G., Benne, K. D., & Chin, R. The;p]anning of change. .
" (21d'ed ). New York: Ho]t Rinenart, and W1n<ton, Inc., 1969.

Th1q is a well 0rgan1zed basic resource book with about 4Q contri-
butions to various facets of the theory and practice of facilitating
chahge and dealing with resistance to change in a]] types of
systems (627 pages, hard cover)

\

Bnrman, P. McLaugh11n, M W. Fedéral programs supéorting eduéationa]“
change ¢oll. IV: the findings in review. <santa Monica, Ca.:.
Rand 19251 . 5 TN ’ '

. ‘\ 5 ! \‘\ . . N

b]ake D. L. & Gutcher, G. D. New vocat1ona1 education concepts and

1 programs iin n:tropp]1tan, instituté 1, final report. Ft. Collins,

‘ Co.: Colorado State University Dept. of Vocational Education,
1971. (ERIC Document Reproduction Service No. ED 056 202)

- Fifty- e1ght persons pavt1c1pated in an 1nst1tute des1gned to
.provide the.opportunity of sharing ideas and experiences in relation
-to 1nn0vat1ve school  systems and vocat10na1 programs for -the
‘disadvantaged and, the potential drGpout. Participants heard and

- reacted to the following presentations: (1) "Educaticnal Programs

“and Career Opportunities As A Motivating Force For'Students" by
“Merle Strong, (2) “Innc ative Programs Desicied for Junior High
and Elementary Schocls In The Exploratory Phase’ ‘of Vocational
"Education" by Elizabeth Benjamin, (3) "Exemplary Vocational Programs

- in Pontiac, M1ch1gan" by Maurice Prottengeier, and (4) "Implementing
Exploratory 0ccupat1ona] Programs in New Ccunseling Techniques ‘to .
Ass1st Students to Realistically Enter the World of Work" by Edw1n a

\
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Richardson. The responses to the evaluation form administered’

at the end of the 5-day institute indicated that the experience

had been valuable. Several individuals in positions of leadership

immediut 11y took steps to -implement within their own state, area,.
school district some of the concepts presented at the institute.

i Blanke, Virgil E. (issue ed.). Planning for educational change.
i Theory into Practice, 1966, 5.

This journal issue, dedicated to planned change, gives good
background on its issues and probiems.” Blanke's introduction

- lends perspective to the collection. No index or bibliography
is listed, though many authors use footnotes. and research data
to support their.arguments. (Each volume of the journal is

- indexed at the end of the year--by author and title.)

Bonniwell, H.  T. A historical analysis of non credit adult ‘education
program development at the University of Georgia, 1804-T968.
Athens, Ga.: University ¢ Georgia, i969. (ERIC Document
Reproduction Service No. ED 041 206)

e ~ This study traces non credit adult activities at the University of
o ‘ Georgia from its beginning in 1801 to 1968. The .specific purpose
was to determine whether events which compose the major develop-
ments merely reflected-national happenings. The study identifies
documents, 0rgan1zat1ona1 patterns, persons, policies, and influence
-groups instrumentai in the development of non credit adult
“education services at the University. The origin and development
of the three categories of services currently available {(agri-
cultural extension, continuing education, and institutes) and
their contribution to improved programs for the State's citizenry
was studied. It was found.that expanded programs and conceptions
of adult education have resuited in the development of agricultural
extensior; and continuing education, and that the availability of
institutioral funds, public demand for services, and leadership of .
, : . incividuals were, in that order, the most influential factors in
;o ' the development of.the adult education program 2t the University.

Boyan, N. J.” PoliticaT realities of educational r &'d. Journal of
,research and.developiment in education, 1969, 2.°

S

P ': Brickell, H.. M. Organizing New York state for educational change. Albany:
' . New York State Education Department, 1961, 107 pp. . -

. A study of the dyﬁamics.of instructional change in the elementary
/ L and secondary schools of New York State with' recommendations for

r. . [
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improved organization. Elicits the background of how and why they
change, the dynamics of change today, and suggests solutions
pertinent for New York State.

Brubaker, D. L., & Nelson, R. H., Jr. Creative survival in educational
bureaucracies. Berkeley,-Ca.: McCutchan Publishing Corporation,
19/74. '

Bui]q; T. How bold an adventure. Journal of the American Association
of Teacher Educators in Agriculture, 1971, 12, T;. 7-13.

¢Changihg objectives of vocational education call for changes in
the aqricultural educatior curriculum Grade K through Grade 12,
if the programs are to preva11 _

Burleson, D. The first five-year plan for population education with a
bibliography for population center libraries. (ERIC Document
Reproduction Service No ED 074 058) ‘

Following a brief descr1pt10n of population control in the last
10 years, this -paper outlines a Five Year Plan for population
"aducation. Four prerequisites to the Plan are presented: a).
traditional approaches must be accommodated or bypassed b) new
subject matter must be introduced at the expense‘of current content,
c) value spheres must be included, and d) personne] must be deve]oped
to train teachers and teacher educators in this field. The
development ot the Plan is reported as including the introduction

- of courses into urban, suburban, *rural, and ghetto schoo]s, '

o introduction of in-servicé courses into community colleges and

L _ technical institutions; and proposed emphasis on in-state programs.

P A 10-item annotated bibliography on population education ends the

' - narrative portion of the report. -Appendix'I presents a 12-page
bibliography; Appendix II, a muitidisciplinary approach to population.
education; Appendix III, a strategy for zapulation ‘educa zion with '
discussions on needs,. current status, general strategy, and tasks.
Notes on curriculum design, program de»e]opment learning resources,
academic programs, research, and evaluation o* the strategy are
a]so included.

o
4::)

Burrows, L. J. Educational innovation and change origins and problems.
Trends in Education, 1974, 34, 7- 13, - :

Article pr0v1ded a g11mpse at the origins. and processes of
educational innovation and change.

4
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Bushnell, D. D., Freeman, R. A., & Richland, M. Proceedings of the
conference on the 1mg]ementat10n of educational innovations.
Santa Monica, Ca System Development Corporation, 1964, 318 pp.

The SDC was awarded a U.S. Office of Education contract to conduct
-a traveling seminar in innovating school districts within
various regions of the United States, and to conduct a post-seminar
conference devoted to the problems of implementing tested
innovations. An inter-disciplinary team of ten SDC educators,
psychologists and sociologists conducted a program of on-site
visitation for some-150 educators from state departments, colleges
and universities, and public school districts. They visited well-
. established centers of innovative practices in on- going school
programs in 15 school districts from four geograph1c regions in
the country. N

Campbell, R. E. Vocational gquidance i- :ndary education: results
of a national survey. Coiumbus, ©. The Onio State Un1vers1ty,
The Center for Vocational Education, 1968.

' Campbell, R. E., Suzuki. W. N., Gabria, M. J., Jr. A procedural model
for upgrad1ng career gu1dance Americar Vocational Journal, 1972.

.Car.énn, R. 0. . Adopticn of el :cationa? rnnovat1nns Eugene, Or.:
Center for the Advanced Study of Lau.ational Adm1n1strat10n,
University of Oregén, 1965, 84 pp.

This monograph traces portions of the life cvcles of si« innovatians
which have captured the attenticn of #ducators. Major atteaticn

-is focused on the f. :tors whic: bear on the vary«ng rates of
.adoption and diffusien of educrtiona’ inncvations as revea’ > by
research conducted among <~hool >uper1nfenden in 107 sc*.col
systems located : ,tu v twy states. :

Carter, F. H. Progress thrcqgn orderly chinge. Delra Pi Epsilon Journal,
. 1971, 14, 1; 40-45.

Vocat10na1 business education is =1ive. and dxing weli. A perusal
of the literature for more than i quarter of a century indicates
the ‘recurrence and persjstence of sume problems in programs,
methods, standards, and adminisiration and izadership.

" Center for the Advanced Study of Educational Adm1n1strat1on Change
’ .processes in the public schools. Eugene, Or.: The Centera 1965
92 pp. | ’ o

{

86 |
80 . ‘




These papers were originally presented at a seiminar fo: . 00l
officials and include an emphasis on organizational and

systemic factors in the process, the relevance of research to
practitioners, cn¢ Rogers' description of innovators.

{

. . : . . |
Center for New Schools, inc. A quality schools network in Il1linois.

Chicago: Center for New Schools, Inc., 1971. {ERIC Document
Reproduction Service No. ED 067 488) - '

A network of.quality schools has been suggested as a means of.

“achieving excellence in I11inois public schools. "Such a program

to be effective, must be specific while at the same time address-
ing the broad and ‘complex needs for education. Also, the proposed
network must be buiTlt upon the mistakes of the past and-must
stimulate renewal at the local level. Recognized characteristics
of the proposed network are: (1) The network should be composed

of 45 affiliates planned and operated within local school districts,
(2) The educat1ona1 program of each. affiliate should be.built

‘upon the rich experience of successes and failures encountered by

the many recent attempts to develop, through the creation of tota]
programs, a productive 1earn1ng situation for students, 3)
Affiliates should be located in rural, suburban, and urban areas

so that” the numbers in each area will be representative of the
State, (4) Continuous communication and-exchange’should cccur among
the affiliates, and (5) The State should provide funding-for the
technical asgistance, evaluation and impact components of the
network. ’

Center for the Study of Instruct1on Rational planning in curriculum

and instruction. National Education Association, 1967, 203 pp.

Most of the essays in this volume are products of a seminar
ronducted by the Center for the Study of Instruction in 1965.
Each of the authors approached the topic of educaticnal reform .
and the concept of change in his own particular .fashion such
ﬁhet there is a d1spar1ty in perspect1ve and term1no1ogy

¢

Ches]er, M., & Fox, R..:-Role p]aj1ng methods in the c]assroom Chicegoi'

1

Science Research Assoc1ates, Inc., 1966.
re

5this little mapual is the best resource book and how-to-do-it
- {book on the great variety of uses of role-playing as a part of
© participatory classroom teaching. Over 100 situations found

useful by teachers’are included. ' (8€ pp., paperback)

y
1
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‘Chilman, C. S. -Some, knowledge bases about human sexuality for social
work. Journa] of Education for Social Work, 1975, 11 2"11-17

The 'social work profess1ona1 “has been too little concerned with
-policy, program, and practice issues re]ated to human sexua11ty

City University of New York, N. Y. Div. of Teacher Education.
Cooperative occupaticnal education programs--a conference seminar
to extend the range of vocational education. HNew York: City.
University of New York, 1970. (ERIC Document Reproduction .
Service No. ED 048 508) . '

This guide explains the basic concepts in cooperative education
and describes the essential characteristics of effective program
development and operation. The guide is the final report of a °
three-phase institute which developed, implemented, and zvaluated
plans for new directions in cooperative education. As a.result
of this investigation, the report provides guidelines and
procedures for redirecting cooperative education. Nine papers
presented by participants are appended.

Cochran, L. H. Charting the changing'directions of industriai educatior.

School Shop, 1969 29, 23 53-56.

Second of a two-part series. Art1c1e 1nc1udes mater1a oo $hp

-author's forthcoming new book, innowvative Programs in Ini. .rial
~ Education.
College Entrance Examination Board. The cihaircria of curricular change

Princeton, NJ: College_ Entranc Exum.n1t10h Board, 1966 151. pp

These papers were presented at a co]]oqu1m co- sponsored by CEEB~
arrd the National Association of Secondary School Principals.

They are interesting discussions of the topics listed. However,
no index or-bibliography is prov1ded, .and footnotes are rare]y
used. A good 1ntroduct1on summarizes: the werks.

Corwin, R. G. ‘Reforms and organizational survival. few York: "John
Wiley and Sons, 1973. ‘ .

Crawford, J. J., Kraluchvil, D. W., & Wright, C. E. Evaluation of
the impac¢t of educational research. and development products,
final report. Palo Alto. Ca.: American Institute of Research
in the Behavioral Sciences, 1972. ‘
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Culbertson, J. (issue ed.).. Changing the school. Theory into Practice,
1963, 2. L | v o
The art1cles in this 1ssue are c]ear analyses of the aspects of
change listed above..' Mr. Griffiths art1c1e is a report of
quant1tat1ve research. - The others are;j pr1mar11y conceptua]
using research ev1dence in footnote references There is an
'1ntroduct1on ! h

Dem1ng, B. S., & PthTips J. A., Jr. A renaissance at Kent State.
. Educat1ona1 Forum, 1975, 39 4 403- 08 : :

- , Described an educat1ona1 experiment at Kent State Un1vers1ty thel
e would serve the purposes of reuniting faculty and students. in a
more intimate 1earn1ng environment and provide the university with
a program in which experimentation with innovative 1deas cou]d
be st1mu1ated and ‘evaluated. :

Denner, B. Corruption of client advocacy in a congiunity mental
health system. Paper presented at the annual meeting of the
Armerican-Psychologicai Association, New Orleans, August 1974.
(ERIC Document Reproduction Service No. ED 097 616) :

Lo - This spe ch discusses client advocacy, a paraprofess1ona1 service
offered in many-community mental health centers to help Hu.dge .
the gap between therapist and client. While having an xdvicate
on the mental health team is an attractive idea, these ciient
advccates are gu1te susceptible to "corruption. i The ahor
discusses two major causes of this:-"corruption": (1) ru:e
confusion--the tendency for workers to slide back into doing
therapy while purporting to. be.doing advocacy, consequently
corrupting. both; and, (2) role instability--the destreying of
client advocacy by .the depersona11z1ng, “11enat1ng mode of
organizing community‘méntal hgalth centers. ' The author is
convinced that c11ent—advocatcs can be effective change agents
when they are not confused by the con§11ct1ng roles of advocate
_ and therapist, and when their efforts’'are not being undermined
\ B by a paternalistic system.. He offers several. steps which can be
' taken to strengthen ‘the pos1t1on of the c]1ent advocate. :

t

Donaldson, C."Instructionaﬂ~creafﬁvity: St. Mary's hallmark.
' - Community and Junior College Journal, 1974, 44, 8; 14-15

Described programs of instructﬁona] creaff;ity at St. Mary‘s
Junior College in Minneapolis, Minnesota.
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Dorethy, R. E. Relevancy of college art education programs Art
Education, 1972, 25, 2-4.

Proposa]s for program. development to meet current and future needs
in Art Education.

‘Downs, E. ‘A new ball game. Agricultural Education Magazine, 1970, .
43, 144-145. N - . o

Education in the Khmer repub11c Bulletin of the UNEQUO Reg1ona]
- "Office for Education in Asia, 1972 6, 89-98. 5

¢

Py
f

_ E1chhorn D. H. Planning programs for transescents Paper presented
at the University of New York at Buffalo, October 17, 1968.
(ERIC Document Reproduction Service .No. ED 033 455)

" "Transescents"--the pref1x "trans" meaning "to go across" and the
S suffix "e.cent" meaning "to become something"--are young people
~ in transition from Childhood to adolescence. The middle school
organization presents educators with an opportunity for improved
educational processes un1que1y suited to students of this age
: - group. Transescents are in transition~physically, mentally, and
. -.socially, each developing according to his own timetable. This
- ¥ 'diversity in maturation rates creates diversity.in interests and
¢ attitudes, thus precipitating 1rregu1ar social and emotional
v ‘patterns. The purpose. of this paper is to suggest programs for
-/ the transescent level. Attention should specifically be given
to curr1cu1um, grouping techaiques, and guidance programs. The
. middie school can be a dynamic program of education for transescents
- if educators understand the complexities of this age group and
are willing to create programs suited to its unique characteristics.
Related documents are EA 002 527 and EA 002 642.

f

Eichhorn, D. H. _Midd]e school-pgromise of the future. Paper presented
at-Southeast Missouri State Coliege, March 13, 1969. (ERIC !
Document Reproduction Service MNo. ED 033 444) C :

There is a growing body of evidence that a separate maturation
ovel exists for youngsters in the middle school years. Research
data indicate that middle school youth possess similar physical,
social, mental, and emotional characteristics. A creat1ve~deve10p—
ment of midale school ¢ -ograms is clearly needed. Various facets
of middiv school programs are outlined. (1) The environmeni:
_.ought tc.be a dynamic and active school in which youngsters may
' pursue 1earn1ng fre: of‘unnecessary restra1nt (2) A revitalized
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curriculum would inc]dde three elements: analytical, persona1"
dynamics, and expressive arts. (3) Student grouping should reflect

.. the rate of mental, physical, social, and emotional growth. (4)

Activity programs which enable boys and girls to participate both
separately and collectively are successful. (5) Flexibility in
scheduling.can faciiitate learning.. (6) Guidance patterns should
involve the use of:all staff in counseling activities. Related
documents are EA 002 528 and EA 002 642. '

Eidell, T. L., & Kffche], J. M. (Eds.). Xnowledge production aﬁd

utilization in educational administration. Eugene, Or.:

University Council for Educational Administration, and Center for

the Advanced Study of Educat10na1 Administration, University
of Oregon, 1968, 184 pp.

This volume deals with seven ‘problems inherent in the app11cat10n .
of knowledge to practice. "Some of these papers view the ’
prob]ems of applying new knowledge to practice quite generally

- in the context of the broader society while others focus more

Eko,

sharply. on strategies for implementing the utilization of know-
ledge in the context of educitional organizations.

E. U. (Ed.). Training for change in student personnel services.
Greensboro, NC: Six Institutions' Consortium, 1972. (ERIC
Document Reproduction Service No. ED 081 353)

The Institute on Trainingbfor Change in Student Personnel Services

was designed to meet the need for imaginative and innovative -

approaches to student personne: services in light of contemporary
realities. Six papers presented at the Institute concern perspec-
tives on the-nature of man, strategies for change, student
development, towards a positive student development program,
organizational development and program planning, .and proposal
writing.

English, J. L. Ah 0ccupationé1 vocationai:education model for the

state of Delaware,.interim report, October T, 1970 - September
30, 1971. Milford, De.: Delaware State Board for Vocational
Education, 1971.. (ERIC Document Reproduction Service No.

ED 058 420) o

The two main objmzctives of this project were: (1) to create a
meaningful cooperat1ve offort between the Kent County Vocational
Technical School District and the Milford School District for

‘the purpose of expanding vocational éducation, and (2) to

~ establish a system to serve as a model for future expansion of
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vocational education in Delaware. Procedures included defining
the administrative continuity, formation of an advisory council,

o selection of the project staff, and organizing the project to
T coincide with existing administrative structure. . After faculty
-and staff were oriented, programs were developed which included:
- (1) ‘technology for children in Grades K-12, (2) career develop-
ment laboratories in Grade 5-6, (3) expanded career development

program for Grades 5-8, and (4, ' ified occupations program
for Grades 9-12. Results of t. & include: (1) a more
positive attitude by teachers - = .:istrators toward vocational

education, (2) recognition of carcer education as the unifying
thread from which education is woven,*(3) expanded staff and
facilities for K-12 career education programs, (4) realization

by administrators, supervisors, counselors, teachers, parents;
service organ1zat1ons, business and industry personnel that career
educat10n is everyone S respons1b111ty

Fairfax County Schoo]s Center for Effecting Educat10na1 Change. PACE
Catalyst for change, Report No 6 of the second national study
PACE. Bailey Crossroads, Va. Fairfax County Schools, 1968.
(ERIC Document Reproduct1on service No. ED 025 867)

In this final report, 17 special consultants view from the
perspective of their own specialities the future of the Projects
to Advance Creativity in Education (FACE) program funded under
ESEA Title III. The 17 individually authored reports approach
the problem of whether or not this innovative and creative program -
has been afflicted with loss of imagination, and evaluate other’
problems related to the future of PACE. Points of focus include
(1) curriculum and subject disciplines, (2) students, (3) schonl
organization, (4) computer technology. (5) supplementary service
centers, (6) school community reiations, and (7) operation,
priorities, and evaluation of PACE. The consultants unanimously
conclude that turnover of ESEA Title III tc the States and ‘
categorization of 15 percent of PACE funds foi the handicapped
are exampies of waning Federal freshness, dynamism, and

. dedication brought about by political manipulation and changes
in. USOE staff responsible for PACE. Politics, lack of imagi--
nation, and lack of organization are also plaguing the program
at the State level, although its strength does continue at the
Tocal level. On the whole, the consultants find that PACE

- ramains healthy, but with signs of premature old age.- Recom-
-mendations .to enrich PACE are made and recommendations of the
first five reports are recapitulated.
i -

Ford” Foundat1on Report Constructing a program ior change.

Reading Newsreport 1973, 7, 18-19. .

i
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RevjewszﬁinFoundation Goes to School" which is an examination of
the Comprehensive  School Improvement Program.

Fordjce, J. K., & Weil, R. Managing with_pe0p1e: ‘a mahager's handbook
of organization development. Reading, Ma.: Addison-Wesley, 1977.

Concentrates on the joint manaqement of change ‘and presents
particular methods that have proven useful in this process.
Ideas for the experienced and the neophyte change agent alike.

Foreign apprenticeship practices: ripe for import? Manpower, 1974,

o6, 11-14.

A questionnaire survey was conducted in Ch1cago to investigate
employer and union reactions to foreign training practices.
Three approaches were found to be of special interest: national
government control over apprenticeships. partial funding, and
tra1n1ng by stages rather than in one cont1nu0us program,

E

Fox, R. S., Lippitt, R., & Schindler-Rainman, E. Towards a humane
society: images of potentiality. Fairfax, Va.: NTL Learning
Resources, 1973.. ' ,

This is a valuable resource for future thinking, long range
plarning, and goal se:ting about education and community develop-
ment. Two chapters present the methods of "image of potentiality"
trips into the future and use of force field diagnosis and other
methods of action planning. (100 pp., paperback)

Fox, R., Luszki, M..B., & Schmuck, R. Diagnosing classroom 1earning
environments. Chicago: Science Research Associates, 1966.

This is a unique tool kit of methods developed by a teacher-
social scientist team to assess classroom learning climates,
get and give feedback between students and teachers, discover
outside influerces on.learning, and become sensitive to the

- self-concepts of¥ students. Examples and guidelines for using

- the tools are provided. (131 pp., paperback) "

Fox, R. S., Schmuck, R., Van E. E., Ritvo, M., & Jung, C. Diagnosing
- professional climates of schools. Fairfax, Va.: LRC, 1973.

This is a resturce book and a tool kit (30 instruments) for
administrators and staffs to use in assessing their own operation

93 o
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~ of a school building, with helps on using the data for p]anning «
and for improvement of staff relations and leadership. (152 pp!,
paperback) ’\

. Freedman, L. Extended degrees--University of California Style.
) _ Engineering Education, 1973, 63, 503- 504.

French, W. L., Bell, C. H., Jr. Organization déVe]opment.' Englewood
Cliffs, N.J.: Prentice-Hall, Inc., 1973.

~ of organization funct10n1ng and deve]opment with ¢ good analysis
of types of interventions in introducing improvement (207 pp.,
paperback): : '

This is a.small very-well written overview of theé;7r1ous aspects.,

From the speech files. Canadian Vocationa] Journa] 1970 6, 43- 44

New Brunswick Minister of Educat1on, W.W. Me]drum, Q C., spoke
to- the American Vocational Association Cenvention in December,

© 1969 in Boston. Mr. Meldrum called for more action to overcome
the Caste System which exists in relation to Vocational Education.

Fuller, R. W. Eight steps for developing a career ed program. Thrust
- for Education Leadership, 1972, 1, 21-23.. ‘

Funkenste1n, D. H. Current medical school admissions: the problems
and a proposal. Journal of Med1ca1 Education, 1970, 45, 497 509.

Drast1c changes in admissions p011c1es and procedures must be:
made to suit tihe wmarked.change in students' career interests,
medical school programs and the health needs of society.

Garanderie, A. de la. La dimension pedagogigue du proget de M.
Fontanet (Pedagogical dimensions of Mr. Fontanet's exper1ment)
redagogie, 1974, 29, 2-3; 184-187. .

Gallagher, J. J. Report on Educational Research. May 13, 1970, 2.

Giacquinta, J. B. The process of organizational change 1in schools.
In T. N. Kertinger (Ed.). Review of research in education.
Itasca, I1.: F. E. Peacock PubTishers, Inc., *T1973.
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Glennan, T. K., Jr. G]ennan on National Institute of Educat10n
Behavior Todqy, October 30, 1972, 3, 2.

)Go]dhammer K., & Elam, S. (Eds.). Dissemination and implementation,
third annual Phi De]ta Kappa symposium on educational research.
Bloomington, In.: Fhi Delta Kappa, 1962, 200 pp.

These papers are primarily descriptive, some review of-research
is included for evaluation. Each paper is followed by a tran-
* script of the symposium discussion of the material. The
collection has no integrating introduction or summary. No
bibliography or index is included. ’

Goodlad, J.II. The dynamics of educational change. New York: McGraw-
"Hill Book Company, 1975. A '

Gordon, T. Teéchef effectiveness training. New York: Peter H. Wyaen,
1974. B S

Includes information on communication and ccnflict in schools,
presents a model for effective teacher-student (trainer-client)
relationships, and features many case studies and sample dialogues.

Gray, R. K. et..al. Continuation of the occupational research and _
development unit for the state of I1linois, final report.
Springfield, I1. ITTinois Research and Development Coordinating
Unit, 1969. (ERIC Document Reproduction Service No. ED 045 837)

Since its inception in- 1965, the I11inois Research Coordinating
Unit (RCU) has continued to be involved in -innovative activities
for measured change in vocational education. The use of ancillary
monies for contractual research and development: activities has
been the major thrust of the unit. The I1linois RCU has played

a significant role in leadership development through the implemen-
tation of broad state interagency planning, the development of an
~ Educational Professions Development Act (EPDA) leadership program,
and through the development of a state p1an for®the administration
of vocational and technical education. - This role of change agent
has had considerable impact on vocational education by encouraging,
stimulating, and implement: ng new programs. The RCU staff has
been and continues to be 1n the forefront of the development of

a new breed.of "Vocational Engineers." - In the future the Unit
will continue to enter into contracts for the establishment of
programs in the areas of research, experimental, developmental,
and\gxemplary activities. -
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Griffin, D. Concerns of t and i education discussed ‘at national meet-
ing. American Vocational Journal, 1971, 46, 49- 50 :

Participants 1dent1fy objectives v1ta1 to the success of their

programs. ; \\

Gross, NI, Giacquinta, J. B., & Bernstein, M. Implementing organi-
zational innovations: a sociological analysis of »lanned

educational change. New York: Basic Books, Ir ... 1971.

Guba, E. G. et al. The role of educational research in educational
change, the United States. Conference on the Role of Educational
Research in Educational Change, UNESCO Institute for Education,
Hamburg, Germany, July 19-22, 1967. The National Institute for
the atudy of Educational Change; 100 pp.” -

This current s1tuat10n in American edU"dL]OHa] research, empha-
sizing problems related to the delegation of research respons1-
bilities, to the focus of much existing work, and to the ever-

present shortages in resources. Previous research by the authors - = °

and others is cited on occasion, when appropriate to the discussion.
A very good* summary by Guba and Horvat projects strategies for.
closing the gap between educational research and practice. .No
table of contents or index is included. Bibliography includes

" 64 items, cover1ng rather thorough]y the basic references on
innovation in educat10n . _

Hall, G. E. The concerns based adoption mode. : a develepmental
conceptua11zat1on .of the adoption process w1tn1n educatignal
_institutions. A paper de11vered at the annual meet1ng of the
American Educational Research Association, Ch1cago, 1111n01s,
April 1974, \

Hardwicki A. L. Career educatiori--a mode1:f0r imp]emehtation.
Business Education Forum, 1971, 25, 3-5.

‘The Associate Commissioner, Bureau of Adult, Vocational, and

Technical Educaticn, U.S. Office of Education developes:the .

Commissioner's recent statement on a new career education system
- by specifying objectives and curracu]um -development undertak]ngs

by grade levels. _ S

\ S
Harris, E. 'E What's ahead for df? Amehican Vocational Joufha1;
1971, 46, 53-55. SRR \ : :
o \
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A changed discipline if it rises to the challenges of. the 70s,
says I1linois professor.

Harris, S. E., Deitch, K. M., & Levensohn, A. Challenge and change
in Amer1can educat10n Berkeley, Ca.: McCutchan Publishing
Corporation, 1965, 346 pp.

Dealing pr1mar11y with issues of educat10na1 policy and management,
these seminar papers were originally presented at the Harvard -
University Graduate Schoo] of Public Adm1n1strat1on

Havelock, R. G. Planning for 1nn0vat1ons;. Ann Arbor, Mi. The
Un1vers1ty of Michigan, Center for Reséarch on Ut111zat1on of
Scientific Knowledge, Institute for Social Research, 1969.

Havelock, R. G. The change agent'éiguide"to innovation in edﬁéation.
Englewood Cliffs, N.J.: Educational Techno]ogy Publications, 1973.

Filled with guidelines,~hints, and ‘examples-for those using
planned.change strateg1es tg improve educational organ1zat10ns

___—RAppéndices include many periodicals; books, agencies, and
R organizations in an annotated fashion. //////xﬁ 

Have]otk, R. G., Huber, J. C., & Z1mmermanf/§f/’A guide to innovation
in education. Ann Arbor M1cthan Center for Research on the
Utilization of Sc1ent1f1g,Kn0w1edge The Un1vers1ty of: Michigan,
1969.

-

This handbook 7:/51med at those,educators -who -find themselves in .

the poswt1on of _introducing innovations into school systems, i. e.,

_filling-th€ gap between resource and practice. It is designed

~~to be useful for processing change at any level in education from

state system to classroom.—The chapter discussions are ordered

7 - to present a logical development of the change process from the
point of view of the change agent in the educational setting.

Herr, R. D. Innovation--another name for elementary agriculture.
Agricu]tura] Education Magazine, 1972, 44, 273.

Homans, G. C. Strategy of industrial soc1o1ogy American Journal
of Soc101ogy, 1949, 50, 330 T -




Hornstein, H. A., Bunker, B. B., Burke, W. W., Gindes, M., & Lewicke,
R. J. Social intervention: a behav10ra1 science approach.
New York: The Free Press, 1971.

House, E. R. et. al. The deve]opment of educat1ona1 programs: - advocacy
in_a non-rational system. Urbana, I1. I1Tinois University
Center for Instructional Research and. Curr1cu1um Evaluation, 1970.
(ERIC Document Reproduct10n Service No. ED 045 606)

A study was conducted to investigate emp1r1ca11y the nature of
program’deve1opment testing Everett Rogers' model of collective

_ . adoption of an innovation against the data, and distinguishing

" between the developmental patterns of high and low-qualit;
programs.. SubJects were 34 school districts representing a 10—
percent samp]e of 340 d1str1cts receiving state funds througﬁ'the
I1Tinois statewide gifted program. ' Questionnaire and “interview
data were collected from directors, teachers,/and ‘students to
rate programs;in terms of quality; identify “and quantify inde-
pendent variables (55 were grouped.intc six types); and compile
program case histories to discover distinct patterns of program
development. The development of a new quality program was found o
to be dependent upon the interaction of a small number of powerful”

. variables: size.of the developing unit, the norms of _the—Gnit

x toward the 1nnovat10n, the opinion 1eadersh1p exerted within the
district in behalf. of the innovation, the-status of the advocate
within the system, “and the- contact-of the system with the outside
world. 'No districts fo]]owed’fﬁe Ty]er1an "behaVJnral—obaectaves“—- o
_model, and Rogers' “adeption"-model” could not order data in
appropriate tempora] sequence. Data is. most economically described
by an "advocate” model of program development which 1nc0rp0rates
soci6logical and poiitical considerations. (Inc]uded .are a
- 19-item bibliography and discussion:of the advocate mode] and e
implications for educational change.) L . I,

L - - . o
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Hull, W. L. Sustaining commitment to 1nn0vat10n Agricultural . .-~
Education Magazine, 1970, 43, 142:143. R
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Hull, W. L., & Kester, R. J. Innovat10n character1st1cs critical to
the successful adoption of- programs in school settings. A paper
presented at the Annual Meet1ng of the American Educational
Research’ Assoc1at1on, Ch1tago, I1linois, 1974..

-

,-/<

s [

Hu11},w L/,\§\Kester, R. J. The perceived effectiveness of- dif%us1on';f['.“"~
/////tact1cs Columbus, Oh.: The Center for Vocat1ona1 ‘Education; = 7 }
The Ohio State Un1vers1ty, 1975 . ‘ .




Hul?l,

Hul?l,

Hull,

~

. Columbus3 Oh.: The Center for Vocational Education, The Ohi
- /////’State Un1vers1ty, 1974. /////////////lo

W. L., Kester, R. J., & Martin, W. B. A conceptual framework
for the diffusion of innovations in vocational and technical
education. Columbus, Oh.: The Center for Vocational Education,
The Ohio State University, 1973. ‘

W. L., & Wells, R. L. The c]ass1f1cat1on and evaluaticn of
innovations for vocational and technical education. Columbus,
Oh. The Center for Vocat1ona1 Educat1on, The Ohio State
Un1vers1ty, 1973 : .

w L. Wells, R. L., & Gr0§§) C—J7 bgtfus1on factors asaoc1atéd

with the conprehens1ve career education model development and -

acceptance of,the Curriculum units in field test sites. -

Jacobs, A., & Sprad11n W. (Eds.). Tng/groﬁﬁ/;; agent of change.

New York: Behavioral Publicatfons, 1974.

//-

- James, C. J. Fore1gn 1anguage education: prOJect1ons for the future.

Paper- presented at _the-6th annual meeting of the American Council

~0fi“the- -Teaching—of Fore1gn Laﬁ@ﬁgges, Atlanta, November 25, 1972.

(ERIC Document Reproduct1on Service No. ED 077 263)

The”pr1nc1pa1 d1scus;1on in this paper focuses on the student,

teacher, ‘administrator, and community as agents of educational -//,,,,~'”

change and on the conjectured future change in the field of __—
language instruction. Additional comments on the fourth--voTume
of ' the ACTFL-sponsored annual review.of language. instruction,
"Foreign Language Education: A Reappra1sa1"'(Nat1ona1 Textbook

- Company, 1972}, concentrate on three-concepts: (1) education as

a-process, (2) pluralism and_communicatior, and (3) professional
concerns. The author,angues that the success of future programs
is dependent upon-thé constructive measures taken by the
profesolgn,todav ' :

-
e
L

/Jewett A. NDEA now 1nc]udes English and read1ng Champaign, 1.

National Council of Teachers of English, 1964. (ERIC Document -

" Reproduction Serv1ce No. ED-029 908)

In this article pertaining to the significance of the 1964

. amendments to Titles 3'and 11 of the National Defense Education

Act, special attention is paid to the funds allocated for reading
and Eng11sh Yhstruction. After a brief explanation of the
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e11g1b111ty requirements, app11cat1on deta1ls, .and funding for
the’ read1ng and English teacher irstitutes supported by Title
11, there is ‘a more extensive section describing provisions and
e11g1b111ty criteria for the purchase of materials and equipment
as well as 1nformat1on on 1mprovement of supervision.

=]

e

Johnson, D. W.. The'dynam1cs of educational change Sacramento:
T Ca11forn1a State Department of Educat1on, 1963, 32, 181 pp.

A study of the effects of Title III of the National Defense
’Educat1on Act upon the public schools in California.

. dJung, C., Pino, R. F., Emory, R., & Howard, R. Interpersonal
communications. Tuxedo, NY:. Xicom, Inc.

Jung, C:y Pino, R. F., & Emory, R. InterpersonaI,ianuence,
Tuxedo, NY: Xicom, Inc. -

Jung, C., Pino, R. F., & Emory, R. Preparing educational training
consultants /I, II, III. Portland, Or.: Northwest Regional
: EducationaI;Laboratory. -

i

Jung, C., Pino, R. F., & Emory, R. Research utilizing problem solving:-
’ Portland, Or Commercial Educational Distributing Service.

<

Katz, E., Levin, M. L., & Hamilton, H. Traditions of research in the
diffusion of 1nnovat1ons American Sociological Review, April 27,
1963, 237- 252 pp. :

. KestEr; R. J., & Hull, W. L:, Identification of empirical dimensions
of the diffusion process: Interim report. Columbus, Oh.: - The
Center for Vocational Education, The Ohio State University, 1973.

e

Kentucky State Department of Educat1on Learning through student
activities. Frankfort, Ky.: Office of Curriculum Development,
1972. (ERIC Document Reproduct1on Serv1ce No. ED 072 537)

The offer1ngs 1n/th1s publication reflect a new movement toward-

conceptua11z1ng the student activities program as a valid source
of learning that transp1res informally within the total school

situation. The experiences reported here1n ‘provide ev1dence that
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s . . \ .
- the Tearnings to be acquired through student activities should

no Tonger be considered supplemental to the formal program of s
studies, but should rather be viewed as complementary and
-essential to the full:implementation of the goals of the school.

Sixteen activity-oriented programs-launched by enterprising
: .. 'teachers, students, and/or administrators are described that .
e demonstrate a new commitment to the importance of |nv01v1ng teachers
S ..~ . and students in the dec1s1onmak1ng process.

P . °

:Kinghorn, J. R Ind1v1dua1]y gu1ded educat10n a h1gh school change
program. / NASSP Bulletin, March 1974, 58 (380), 24-29. ‘

T L . I/D/E/A s Ind1v1dua]1y Guided Program pulls together pr0m1s1ng
T pract1ces and new concepts to make a school "everything it could
« 7% . " bey"'claims the author of this article. He describes the elements
e of this program and how a school can consider. qSopt1ng it.

Koberg,_D;, & Bagnall, J. The universal traveler: - a soft- ~-systems- N
) guide to creativity, prob]em solving, and the process of reaching
goa1s Los Altos, Ca.: W. Kaufman, 1972. N

= In the tradition of soft-bound catalogues, this one uses a variety

of layouts, typestyles, and information to describe important
g features of the goa] -setting prob]em solving, and decision making
S processes. ' : o ' -

/ :LaBarve M. A commun1tygggpgect for cont1nu1ngfeducat10n, hea]th and
: _ socaal services for pregnant school ng1s Durham, NC.: Duke
' Univ. Med Center, 1969. 3 // :

The Cooperat1ve Schoo] “for Pregnant School Girls is a program
providing continuing education, health and social services, under
the administration of the Durham City Schools system. This. report
outlinés the problem and the needs indicated by research; the
. organization of community support the steps-1in deve]op1ng -and o
- conducting- the Pilot Project; data-about applicants for the project - -,
-in_1967-68; the objectives<and program outlined in the grant ™
proposal, and the establishment of the Cooperative School in the ' \\\
fall of 1968. Fund1ng came.from state aid and from Duke University
Child Gu1dance Clinic.- A/1oca1 church donated the necessary space -
for weekday use. Criteria for admission was established and 17
girls were admitted. Academic classes were held in the morning
.with credit given toward graduation. Afternoons were spent on
health, social, and enrichment programs. The number of referrals
and applications, ag well as school and community support confirmed
the need for such g program and its successfu] implementation.
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\ - The research reported herein was funded under T1t1e III of the
\\ E]ementary and Secondary Educat10n Act. ;
a 7 “ . _ f

wleeper R. R. (Ed ). Strategy for curriculum change (Papers from the

First ASCD Seminar on Strategy for Curriculum Change). Washington, ‘ffﬁ

D.C.: Association for Supervision and. Curr1cu1um Deve]opment -
- 1965, 75 pp: , o
These papers are generally techn1ca1 ana]yses of "strateg1es“ from
an organizational viewpoint.. They do present some case material
as well as quant1tat1ve\research evidence. B1b11ograph1es are
provided by Lionberger and Wiles, but none is given for “the
- entire publication. A summary of major issues is presented.
‘There is no index. : o /

Leeper, R. R. (Ed.). 'Curricuium change: direction and proceés
Washington, D.C.: Association for Superv1s10n and Curriculum
Deve]opment~ 1966 68 pp. , .

o

Levine, D. U. & Doll, R. C. Systems Renewal in the Louisville public
.SChools: Tlessons on .the frontier of urban educational reform in
a big city school district. Kansas City: University of: ,
Missouri, Center for the Study of Metropolitan Problems in o
Education, 1971. (ERIC Document Reproduction Service Np. ED-
069 814) A N

o

The Lou1sv111e Puvae Schoo] D1str1ct is probab]y the only large
pub11c school d1str1ct .which has systematically begun change on
-a "systems" basis.: Top”school officials first made a wide-ranging
assessment of the most pressingproblems in the district, developed
and stated their premises, ard then planned two programs. The = .
primary organizational concepts found in Project Focus are team ;
teaching, flexibility in scheduling, role redefinition for teachers. -
and administrators, and community irvolvement. There are six
Focus elementary schools. Project Impact uses the same funda-
mental organizational concepts as Project Focus. : Impact projects
are to be found in one senior high, four junior h1gh .schools, and -
three elementary schools. The specific goals of the two programs
were as follows: (1) to -improve the self-concept of students;

(2) to improve pupil achievement in the basic skills of reading,
mathematics, and other essentials; (3) to stimulate intellectual
curiosity and the self-motivation to learn; (4) to heip students
become more self-directed and self-disciplined; and, (5) to-help
students develop sat1sfy1nq human relationships. : '
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LicEOna, T. et. al. Excellence in teecher education. Today's j
'Education, 1973, 62, 89-94. \ :

Y : _Article descr1bes a series of d1fferent programs des1gned to
: ' provide teachers with-leadership training, an increase in ‘their
" sense of personal control over their environment, and teaching .
interns with e]ementary school experience. . L

' Lippitt G. Organ1zat1on renewal. . New York: Appleton-Century-
Crofts, 1969. T

This is both Ny framework for understanding the school as an’
organization, and a guidebook on how to deveélop and organize: the
strategies and procedures of improving and renewing staff and:

' organ1zat10na1 functioning. The role of facilitator and st1mu]at0r
of renewal is presented. (321 pp., hardcover). :
Lippitt, R. School psychology: a resource for e]ementany and secondary
- educators. Boulder, Colorado: Social Science- Educat1on Consort1um,

1975. :

-Th1s document presents 10 areas of improvement of. the qua11ty of
education through use of the resources of applied behavioral
science.  These include curriculum innovation, ‘classroom methods,
staff deve]opment, school c11mate, and school- commun1ty re]at10ns
(54 pp.. repr1nt ser1es) .

Lippitt, R., & Lippitt, G. The consulting pfocess in action.
Ann Arbor, Mi.: Human Resources Deve]opment Associates, 1975.

This is a condensed presentation of the worL of both the
external and internal consultant, with description of four
phases of the consulting process and some fourteen typical foci
of consultative interactior and eight different roles of the
.consultant (20 pp > repr1nt from book in preparation)

Lippitt, R,, & Sch1nd1er Rainman, E. Des1gn1ng learning experiences:
pJann1ngﬁcharts Hash1ngt0n, D.C.: Organization Renewal, Inc.
-1973.

This small planning tool provides i congceptual framework,
guidelines, and worksheets fcr the p]annﬂng of all types of
meet1ngs--1earn1ng sessions, p]ann1ng sessions, action planning
sessions, etc. :
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Lippitt; /h Watson, J., & West1ey; B. The dynam1cs of planned change.
,New York Harcourt Bruce Jovanovich, Inc., 1958.

e
o

W Th1s is the volume yh1ch introduced the concept of "change agent"
,/ and "planned change." It presents a comparative analysis of the
/ - processes of facilitating change in individuals, groups,
organizations, committees and larger systems. The phases of the
- process of change and resistance to change- are ana]yzed
(312 pp., hardcover)-

ohmao; J., & Wilson, G. Social conflict and negntiative problem
solving. Port]and Or.: Northwest Regional Educaticnal
Laboratory - i

‘<

A series of instructional systems for educators who wish to

® understand or more effectively manage the group and organizational
processes in schools. Each includes materials and experient1a1-
Tearn1ng activities to be used in workshop settings. 'Experience
in workshops for several products qualifies one as a trainer.

Lort1e; D. C. School teacher: a soc1o]og1ca1 study. Chicago:
University of .Chicago Press, 1975. . N\

An 1nterest1ng and provocative definition of the nature and
content of the ethos of the teaching profession. (Concludes with
speculations on change that are based on a thorough understanding
of schools as soc1a1 systems

I
!

Maguire, L. M. The academy for career education: diffusion issues.
Paper presented at the annual meeting of the American Educational
Research Association, Washington, D.C., April 1975. (ERIC
Document Reproduction Service No. ED 106 663)

A model exper1ence based career education program for secondary
school students in Philadelphia, called the Academy for Career
Education, has been operated by Research for Better Schoo]s, Inc.
(RBS), for three years. "It utilizes employer/community partici-
.pants as instructional agents and learning sites for career v
exploration and specialization, delivers career gu1dance/counse11ng '
services to students, and provides for individualized' basic skill
instruction. | RBS does not regard the program deve1oped for the
academy a§ﬁe1ther a rejection of, or a free-standing’alternative
to secondary schools, but rather as a program to be used in
conjunction with ex1st1ng program1ng, and one which shas yet to
undergo field test1ng in various environments. The/academy's .
past and future development is considered from a research, de-

!
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velopment, and dissemination perspective with relation to
prototype development, dissemination, diffusion, replication,
° transportability and nurturance. The effectiveness of the .
+ prototype in the .developmental setting has been determined and
RBS will 9n the future continue to work with nmore user organi-
‘zations towards its dissemination. This work entails its testing
and adaptation on various environments, followed by necessary
redevelopment. It also entails the testing of the program's

diffusion strategy and assumptions, ahd the’development of a
change support system. .

Maier, N. R. F. Problem-solving and creatJVity Belmont, Ca.:
Brooks -Cole, 1970

. ,/', i
"~ Brings together Maier's extensive research on individual and group
“problem-solving. Excellent theoretical and research base for

thinking about ways to improve the problem-solving eff=ctiveness
of school groups _

Mankin, V. 'Inv01vement'of experienced guidance personnel in a - .
counse]or-preparation program. Counselor Education and Super-

vision, 1973, 12, 237-238. (ERIC Document Reproduction Service//
No. ED 073 674T . : ,

s

A discussion of new‘deve]opments which have been used by counseior
educators at the Univers1ty of Delaware’ to utilize the talents of
experienced counselors in their counse]or education program

. . . ‘.‘. / . )
Marchant, J. et. al. Improving English in division 1. -Saskatchewan
Journal of Educational Research and”Development, 1974;'5, 16-22.

v

Described a”program designed to improve each student's ability
to- discriminate sounds, increase 1isteninq skills, improve the’

use of oral English and indirectly to improve reading abiiities
_ (vocabulary and comprehenSion)

| Marien, M. .(Ed ). The hot list delphi an exploratory survey of
essential reading for. the future. Syracuse, N.Y.: Educational
Policy Research Center, Syracuse University Research Corporation.

This exploratory report 1ists 236 books and articles, of which
192 have been rated by a pane] of 14 well- quaiified futurists.
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,ff Marland, S. P., Jdr. Marland outlines new edueationarenewa1 center‘
; strategy. Report on Educational Research, BV1. 3, No. 25.

@ Washington, D.C.: -United States Office of Education, December

L 8, 1971, 2 p. B \

.'i , - ' ' ; o \'\

E McRae, S. I. New dimension of sight and sound in anthropo]ogy a %
1 multimedia classroom. Community Co]]ege Soc1a1 Sc1ence Quarterly,
| 1973, 4,.16-19. . |

\

Considers a new approach to education, one wh1chff0cused on the
anthropological discipline. - i

Meierhenry, W. 6- (Ed.). Media and educational 1nnovatf0n Lincoln,

Ne. University of Nebraska, Extens10n Division and University
of Nebraska Press.- 1964, 445 pPp.

; |
i :

. 1
- |

| These symposium papers were presented from severa] d1fferent

. fields and express viewpoints from both theory and practice.
Thus, they are loosely linked by "education".and "media," though
b the variety of approaches to these topics is-interesting.

Me]cher, R. D A sthoo1 district learns its 3-R s by c]anifying its
. ABC's. Thrust for Education Leadersh1p, 1974, 3, 2-11.

This paper describes the ut111zat10n_0f the MRG proceés within
the twenty-six schools only, "some of the changes and innovations
| ' that have occurred, and how the methodology for implementing the
- MRG process has been transferred from the consu]tants to the
district. :

, Michigan Department of Education. Research implications for educational |
T . diffusion, riajor papers presented at the\National Conference on = | .

| - diffusion of educational ideas, East Lansing, March, '1968.
e ALansinov Michigan Department of Education, 1968, 181 pp

These papers are primarily conceptua] or 1nterpret1ve summar1es

i . with the exception of Nan Lin's contribution on research methods,
P which is a report of his work. There is an introduction, but no
*index... Bibliog+aphies are presented with”each\paper.

‘ \,
Mi]es, M. Learn1ng to work in group§ a program guide “for educational
leadérs. - New York: Bureau of Pub11cat10ns, Teachers Co]]ege,
Columbia Un1vers1ty, 1959 E




a

Although it is an older book, this one still contains excellent
suggestions and examples for group leaders on how to make groups
more satisfying and effective.

Miles, M. (Ed.). Innovation in education. New York: Teachers College,
Co]umbla Un1vers1ty, Bureau of Pub11cat10ns, 1964.

: Cons1ders the theory, research, actual case studies, and principles
\ o that apply to innovation:in education. Describes the American
. ‘ educational system as a setting for change in a way that's
\ a valuable both to researchers and pract1t10ners A basic source
I -~ - book. (689 pp.’, hard cover) '

Miller, P. L. Innovation and change in education. . Educational Leader-
ship, 1970 27, 339-340. ]

The major factors aiding and 1mped1ng educat10na1 change are
~ discussed. -

Miller, R. I. (Ed.). A multidisciplinary focus on educational change.
Lexington, Ky.: Bureau of School Service, College of Education,
University of Kentucky, 1965, 83 pp“

These papers presented at a conference for e]ementary school
principals exemplify one vaiid approach to def1n1ng the problem
of change .in-education. No summarizing section is included, but
a 23 item selected bibliography is provided as are reﬂerences

from the individual chapters. - [ - ”fn“,ﬂ,«ww”‘"

Miller, R. .I. (Director). Catalyst for change a national\study of
ESEA Title III (PACE) reports of special consultants. Washington,
D.C.: United States Government Printing Office, 1967, 557 pp.

These papers were presented before the U.S. Senate Subcommittee
on Education. The first section is the study report of Richard
I. Miller's research on ESEA Title III in its first year. "The
other papers are by consultants in areas which dominated Title
ITI funding to that time. Summaries of the recommendations in
both sections are provided. o -

Miller, R. I. (Ed.). Perspectives on educational charnge, New York: - L
App]eton Century-Crofts, Division of Meredith Pub11sh1ng Co P
1967 392 pp. - N .

.
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S » This book may serve school;administrators and state department Y
tT + officials interested in the process of innovating, especially with
----respect to team-teaching and non- gradedness It should also B
interest those planning graduate courses in education. Specia]lsts
in educational change may find some chapters quite interesting.
A balance has been sought between theoretical and research: aspects
of change and- those relating more directly to actual. situat10nsf
through case studies. Miller begins with an overview of educatipnal
7 chapge and ends with some very lucid observations and suggestions
on this topic. There:are many figures and diagrams tc iilustrate-
concepts discussed in the text. There is an appendix which. lists
some of the ongoing activities across the United States-that are
being directed toward educat10na1 change. There is no formal
bibliography and no 1ndex

./’

Morgan, R. Man: a/course of study Forum for the D1scuss1on of New

Trends 1n Education, 1973 15-17.

Art1c1e descr1bed and then-commented on a project and nts effects_~
on children and teachers after it was implemented. The project”
-was a soc1a1 studies course aimed at students aged 9 to 13

/

'2;f,ﬂ,ww~“M0rrison, J. L., & Swora, T. Interd1sc1p11nar1ty and h1gher educat10n.

e \ Journa] of Genera1 Education, 1974, 26, 45-52.

Article stressed the need for deve]opment of 1nterd1sc1p]1nary
programs, how that curriculum development will chance the
university and the relationship between students and teachers.

- - | ;MLJ“"J

Moss, B. R. (Ed ). ~Health education. . A guide for teachers and a text -
for teacher education. MWashington, D.C.: National Education
Association, 1961. (ERIC Document Reproduction Service Nov '

ED 079 641) : ' o

This f1fth ed1t1on of "Health Educat1on" is offered as a gu1de to -
the changing concepts of teaching in-the health field. The

authors believe that the fu11zpotent1a1 of health education caﬁ

be realized only when.school, home and community programs are N
interrelated. This volume serves as a source book for teachers, \\\\
a text for teacher educators, and a reference tool for others in

professions reldted to the school health field. With a companion \\f“i
volume, ("School:Health Services and Healthful School Living," o *\g

B 1953, 1957), this book: (1) offers a comprehensive view of the )
: schoo] health program--education, service, and environment; - (2) ="
. reviews the progress and problems of health education, with-—="" -

, .-attention to its Scope and scientific bases; and/j3?:§j§cﬂsses .
: : : -
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. v the health characteristics of children and adolescents along with
S attitudes and behavioral changes. The publication places emphasis
' on curriculum development and health education at various levels
of schooling from kindergarten through college and adult education,
and offers suggestions for instructional materials.and resources.

. Maryland University. Innovation irn law enforcement. Criminal Justice
> . Monograph. Selections from National Symposium on Law Enforcement
Science and Technology, May 1972. College Part, Md.: Institute
of Criminal Justice and Criminology, 1973. - (ERIC Document
Reproduction Service No. ED 083 428): '

: ‘This monograph presents a variety of approaches to the practical
e problem of introducing change into law enforcement agencies.
I .. The papers deal with changing the rhetoric of "professionalism,"
i - political factors affecting public safety communications consoli-
o dation, the climate for change in three police departments (college,
suburban, and capital cities), some observations on the change -
process in the police field, police manpower. scheduling by computer,
" changing urban police, demonstration projects, development of a
model .career path system for police, aid the four day/¥orty hour -
work week. Charts, qiggrams,fand bibliographies are included.

5

‘ Mullaney, D. R. Crash programitis. American Voéatioﬁa] Journal,
1969, 44, 94-96. = ‘ R

Nat1ona1 Assoc1at10n of Secondary School Principals. Changing Secondary
Schools. The Bulletin, i963, 47, 168 pp. -

The f1rst section of this issue is devoted to conceptua] analyses
of change in schools. The second contains descriptions of types

- of changes (e.g., curriculum) or of specific .innovations (e.qg., .
flexible scheduling) followed by lists of high schools attempting
that-change and a description of the program of each.

> ‘Nelson, A. H., & Parker, A. .Program development for new énd emerging
technical occupations. Journal of Research and Deve]opment in
Education, 1974, 7, 65-79.

In order to serve youths and adults whu could benefit from technical
education, Technical Education Research Centers were established.
This article described the program development of four projects
under TERC. _ _
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Nelson, C. L. Agricultural education in transition: a national

seminar. Agricultural Education Magazine, 1971, 44, 34-35.

Summary of a national conference which addressed itself to the
needed changes in agricultural education.

Nelson, D. E. Orienting students to an individualized educatijonal

system of the /0's. Paper presented at the American Personnel
and Guidance Association Convention, New Orleans, March 22-26,
1970.  (ERIC Document. Reproduction Service No. ED 040 430)

As part of the act1v1t1es related to the development and eva]u-,
ation of a comprehensive guidance system geared primarily to
systems of individualized education now- be1ng implemented, an
experimental investigation was initiated in.an attempt to. meet

a postulated cluster of student orientation needs associated

with successful adaptation to-such a system. Involving students
from two grade levels, two orientation programs were formulated.
Results failed 'to support the major hypothesis that students i
exposed to a comprehensive orientation program would perform more
effectively in the system, possess greater knowledge of the.
system, and exhibit more favorable attitudes toward it than
students exposed to a very brief orientation program. The

* primary value of the investigation and its results was to point

out both positive and negative features of past and current
researcn regarding the orientation of students to educational
innovations in general.

Odden, L. R. " A case in point: the Taft School. hIndependent Schoo]

Bu]]et1n, 1974, 34 47-49,

Author pr0v1ded an assessiment of h1s experience w1th 0rgan1zat1ona]
development at the Taft School, Watertown, Connecticut.

- 0'Connell,” C. M.. Assessing. innovation in New England's schools.

Ohio

Educdtional Technology, 1971, 11, 52-54.

A description of a project which undertook a study to 1dent1?y
components of the process of -innovation in the areas of curriculum
technology and administration. .

13

State University. Report of a national seminar on agricultural
education. A Design for the Future, July 22-August 2, 1963.

Columbus, Oh.: National Center for Advanced Study and Research
in Agricultural Education, 1963. (ERIC Document Reproduction
Service No. ED 021 964)
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The seminar obJect1ves were to (]) become further acqua1nted w1th
the report of the President's-Panel of Consultants on Vocational
Education, (2) ‘become familiar with promising developments and
innovations in agricultural education, (3) crystallize thinking
concern1ng new directions and orientations for vocational
~agriculture, (4) examine-leadérship-roles, and (5) develop a
: suggested. agenda for state staff action. The seminar was attended
o . .by 76 state supervisors and teacher educators and 22 consultants.
~. ..~ 7 Four task force reports were presented on developing effective
" Teadership patterns, research and program development, expansion
and extension of programs, and effectively assisting teachers.
“Consultants and participants presented 23 speeches encompassing
——various aspects of agricultural and vocational education. A
statement concerning the role of agricultural education in the
public schools was .developed.by. participants during the seminar.
" Purposes -of agr1cu1tura1 education, according to the statement,
are to contribute to the broad educational objectives of the
public schools, and to provide education for employment in
agricultur2.. Vocational education in agriculture was recommended
for high school students, post-high school youth, working youth
- and adults, and youth and adults with special needs whq may engage
in agr1cu]tura1 occupations. _

Ontario Institute for Studies in Education. Emergfng strategies”ﬁhd
' structures for educational change. , Toronto: The Institute,
1966, 177 pp 3 : s

These papers, along -with the react10ns to them and group discussions,
were part of.the first ann1versary>conferene of OFSE. Authors
often ‘use case examples from experience, but no quantitative

research is reported. A 17-item b1b111ography on R and D Centers

is provided, but there is no footnoting, index summary, or other
bibliography. .

Passow, A. H. Social deprivation and change in education: American
action and reaction. (ERIC Document.Reproduction Service No.
ED 062 456) . -

It is not easy to descr1be American efforts dur1ng the past dozen
or so years aimed at improving the quality of education for all,
with particular attention to those termed "the disadvantaged."
The difficulties stem from the diversity of activities and programs,
: the ebb and flow of various efforts, the responses and resistances

” to legislative and judicial actions, the thrust of research and
development programs, and the intricate interrelationships of
political and societal forces affecting education. Several
approaches might be taken in describing and analyzing the American

- . B . %
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K _ experience. One miqht focus on the maJor pieces of 1egislation
VA enactéd‘sﬂnce\thg\gennedy era. Another-focus might.be on a
a - number of reports and-studies produced in recent years which
: studied conditions and: reCommended pulicies affecting educational
/" r. _ programs and school organization\\‘A third focus might be on the
. - hypotheses or theoretical bases or- exp1anat10ns-—1mp11c1t or
S explicit--which have bezn advanced to account™for_the problems of
“the disadvantaged and which underlie various stratéﬁﬁes\for
intervention in the home, school, and community. Yet another—__ )
. . focus Might be on the patterns of programs and projects aimed at =~ .
jﬁ»f . o improving educationa1 opportunities and performance of the '
Y ',_disadvantaged . .

L _ Pellegrino, J. Co]11s10n or convers1on7 choo] Shop, 1973 32
| 64-65; 81. .

N \ . v -

Guide]ines.usefdl in introducinb career»education into a curriculum. =~ .

Cw . . " . . . —

rﬁrry, P.- Innovation in further education Trends in'Education, 1974,
34, 32-35. , : ' \

Author discussed further education as a focus for experiment and
innovation and stressed that true impiementation of new ideas
cannot be taken for granted

“ pfeiffer, J., & Jones, J. E. (Eds.). The annual handbook for group
-.facilitators. LaSalle, Ca.: University Associates, yearly
editions. : ///’ S

e

These books - contain structured experiences for. a]] kinds of change
agents .to use, instruments, lecturettes, and book reviews.
Exceilent sources for ideas of what can be done and how to do. it

\/ \ ' . ‘ :." _— - T
“‘Phelpss J., & Arends7 Helpiﬁg parents and educators solve school ’
pr051ems\togethe\\\\Eugene\\gr\‘ CEPM, University of Oregon,_

-1973.

, Describes the entry procedures, diagnostic techniques, “and design-
// _ characteristics of a change effort involving both parents and T~
- ' educators as clients. Particularly useful for: exp]aining how—___ '
helpers with varying degrees of .insidedness can team to promote TU-—-.__
- system change. L : -

..,
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| . Place, I. Vocational education. De]ta P1 EQAJ]OH Journa] 1971, 45—
| - 17-23. ‘ S ,,///~/' L :

\

‘f . © . With renewed 1nterest in ngat10na1 “education. be1ng generated
[ through Federal Iggls]atﬁon and a program of support-funds, - -
SR current trend—is to 1ntens1fy, en]arge, and_-improve vocat10na1
s educat16n/brograms S . . ~

////////’/ : Lt T a7

- e ¢ .

P011tzer, R. L.- Ihe’1mpact of 11ngu1st1cs on 1a49yage teaching:' past, ,
present/ahd future. Speech given at State Foreign Language! o

/////Conference, Gearhart, Oregon, November 16, 1963. (ERIC Document
Reproduction” Ser~1ce No ED 029 524) ' T

_\f\\\~ In this art1c1e the 1nf1uence of. 11ngu1st1c sc1ence on 1anguage
‘\\\\teach1ng is traced from the mid-nineteenth century\through the
present. The earlier concepts of universal: 1og1ca1\grammar, !
~formal discipline, and transfer of training are ‘explained. 7
‘ ~Linguistic deve]opment\ns charted through behaviorism. and formal
analysis to the comb1nat10n of-mimicry-memorization and pattern
practice now in vogue: Cited as recent trends are programed .
instruction and ‘transformational grammaF\\\A\so stressed is. the
role p]ayed by .contemporary educational theory™ and national *~u.n -
attitudes .in 1jnguage teaching sty]es ‘ . T

\ .

Price; R.rG. Business education: - inndvations and needs. Delta Pi
Epsilon Journa] “191] 13 18-29.

\ e

Lack of standard1zat1on of terano]ogy in business education;, :
curriculum problems, and outmoded preparation of business- teachers
are among major prob]ems of business educat10n today. .

f\;\\\\ " Rasmussen, R. The\pr0d0ct as change:agent advantages and 1imitations.
T _Paper presented at the annual meeting of the American Educational.

T _Research Association, Chicago, April 3-7, 1972. (ERIC Document
: Reproduct10n Serv1ce No. ED 063 550) o :

- ”"Th1s paper descr1bes the -efforts of the author and others to .
LT develop and field-test a kit of materials and activities which an-
h elementary. school:faculty might use to improve..problem solving in

“ its school and classrooms. The-development of the~"Problem e

Solving School" or "PSS" program handbook at the Institute: for._
the Development-of- Educational Activities (IDEA) is d1scussed

— = Ttoward problem solving. in the- classroom-and in the school as a
T - whole. Several schools accepted~the program on an experimental
= bas1s, the exper1ences of:. four such schools are discussed.
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Indigenous leaderShiptof the training activities isvbasic, and
little reliance is placed on outside consultant skills because
the latter is so difficult: to find and may encourage dependence.

" A bibliography of survey articles comparing a]ternat1ve approaches
to 0rgan1zat1ona] change is presented.

Read, J. et. al. Soc1oec0n0m1c 1mp11cat10ns of b1]1ngua1 educat10n on
© the Navajo reservation. Paper presented at the annual meeting
of the American ‘Educational Research Association, Washington,
D.C., March-30=April 13, 1975. (ERIC Document Reproduct1on
Serv1ce No ED 104 604)

B111ngua] education programs &re usually evaluated by means of

\educat1ona] testing instruments whose validity and reliability -
iis such that- conclusive Findings are un]1ke]y In_reference to
avajo bilingual education: evaluation, it.is’ part1cu1ar]y :
important that consideration be given to the economic, soc1o]og1ca]
po]1t1ca], cultural, and psychological context in which the

- program is developed, as theyNavajo Nation is experiencing social
change —For example, if the Navajo Division of Education meets

- itsgoal of producing 1,000 Navajo teachers in 5 years, the |

"\ 'sociveconomic impact of teachers coming back to~the reservation—

* from mainstream society may well alter reservation communities;
The Bilingual Navajo teacher may serve as a change- -agent or
"cultural broker," for he will undoubtedly bring some mainstream
values back to the reservation which coutd influence the
sociological, socioeconomic aspect/of reservat10n life and.
ultimately the development_ of bilingual programs. It is important,
therefore, that key social factors affecting b171ngua] programs
be identified. 'A-more- concrete goal would be to construct
matching- typ0’og1es--types of communities which give rise to
type§/9f>%0c1011ngu1st1c s1tuat10ns 1ead1ng in turn to: types of

rV?mmmlpmgmms :

Reed, J.- Curr1cu1um revision based on obJect1ves CataTyét for
hange, 1975, 4, 9-11, 19 " - -

-

Descr1pt10n of a long- range p]an/for program 1mpr0vement and
: curriculum revision through the development of exit-level i
student “bJect1ves for each course and grade level,.

.'/

.Rhode Is]ana/gtate Dept. of Education. The role of the program

——development and diffusion consultant as an education extensjon

;/J/”; agent. Providence, R. I.: Division of Academic Services, 1973.

ERIC Document Reproduct1on Service No. ED 082 365)

o
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7 . 'In this paper, a general conceptual framework for ‘the. roie of
L //f‘ consultant in the Bureau of. Program Development and D1ffu510n
4 // - as .an.education extension agent is presented. The key elements ..
7 R of the definition are (1) service, (2) local school system advocacy,
/ " and (3) developmental leadership. The.operational definitions

for each are viewed as relatively fixed. .However, each consultant,
through future inservice training and cons1derab1e introspection,
will .elaborate his. own day-to-day..style:-In the final analysis,.
there is no set role definition applicable to every..consultant.

Each consuttant must, therefore, 0perat1ona11ze,h15'own role.:

S , . _/_,..f«—
//“” '''' ' ’ ./"“/
Rich L.. The teacher as change agent, American Educatlon, 1973,
9 9- 13.. - .wwﬂij e T -
2 In New York State K spry venture called Project. Change seeks to
.~ réinvigorate ear]y(ch11dh00d education by rev1ta11z1ng the -
T teacher S _ S 5 .
. /.‘, - - LA T

Ringer, W. .B. ‘Adult education organizations relative to/ﬁrogram"
. development affecting innovative' procedures and-flexibility
e to-change. "Chicago: Univ. of Chicago,~1968. (ERIC Document
Co ‘Reproauction Service No. ED 1030--076) ‘ _

F1ve bureaucrat1c character1st1cs of 0rgan1zat10ns determ1ned
by the. percept10ns of-staff members in 45 Cooperative Extension
..-SerVice organizations and obtained through a mailed questionnaire,
.+ .= - were compared with organizational innovativeness in program -
i ~ development as demonstrated over the past five years and reported.
a -~ by 53 raters composed .of extens10n administrators responsible for o
programs on a state and nat10na1 basis. Whéen tested individually, -
-the dimensional bureaucratic adm1n1strat1ve characteristics-- '
"hierarchy of authority," "rules and procedures".and "interpersonal
relations” were not s1gn1f1cant1y related to innovation. Forty-
nine percent of the variation in innovation was found to be -
attr1butab1e—to “four variables which were grouped in pa1rs--

. "rules<rewards" and * ‘personnel-budget” or "resources." ~"Rewards
'//,/«»”f” of Office" and "rules and procedures" when tested as grouped or -
T -~ combined variables in ‘regression analysis, proved to be signifi-

*. cantly related to innovation. The human-and material resources
posséssed by an organization were significant predictors of
innovation. ‘Letters and questionnaires used in the study and a
b1b11ography are included in the append1x

3 v

‘ Roberts, W. G. Progect "SEARCH: - exper1ent1a1 1earn1ng -about deve]op-
“.* '+ ment process.-~Alberta Journal of Educational Research; 1971,
s 17 215-229. - s




‘o

- This article outlines some of the significant events to date in
. @ _two-year history of a project which has produced attempts to
7 (1) individualize instructional programs, (2) utilize film
-~ ~"""making in the teaching of English, (3) make driver training -
readily available, and (4) strengthen the bonds between the
= -~School and the conmunity. '

- © 7 " Rogers, E. M. D1fqu1on of 1nn0vat1ons " New York: The Free Press,

1oL - 1962, 367 pp. . , . e T

, . The author reviews more- than 600 pub]1cat10ns pr1nc1pa]]y in

/’ " sociology,.but- -aTso in such fields.as anthropology, economics,

oo . L educat1on, speech, industrial engineering and- history.  The:

=77 innovations studied range from hybrid corn and 2,4D weed spray

T - wramong farmers to antibiotic drugs among doctors from land axes
among primitives to new manufactur1ng techniques among 1ndustr1a]
firms. Findings in these areas-are synthesized intoan
1nte]11gent discussion on the nature of the spread and adoptYon
of innovations. Rogers beg1ns with a brief .introduction on the
topic and concludes with some generalizations in the form of
ore-liner statements and hypothes1s on the nature of diffusion.
Each section-contains a concise summary section. “The comprehensive

", bibliography is subdivided into general and diffusion research
studies. An index is provided. Although this book is not
aimed at the 'educational” practitioner, it remains an 1nterest1ng
extra curricular piece of reading material- 1n terms of 1ts
perspective on the spread of 1nn0vat1on o

-~

Rogers, E., & Shoemaker, F. F. Communication of innovations.
" - New York:  The Free Press, 1971. -

Rosenau, F., Hutchins, L,; & Hemphill, J. Utilization of NIE output ‘
Berkeley, Ca.: . Far West Laboratory for Educational Research and
-Deve]opment 197] _ ,

Ross, D H (Ed.). Adm1n1strat1on for adaptab111ty New York:
- ' Metropolitan: School Study Council, Teachers College, Columbia
) L _Un1vers1ty, ]958 643 pp. . o

This book: rev1ews stud1es of the adaptat10n process in schoo]
systems from the 1930's through 1957. They ware primarily the
work of Paul Mort. "A source book drawing together the results
of more-than 150 individual studies reLated to the question of
yﬁx ‘and how schools improved".. :
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°Rossi, P. H., & Biddle, B. J. (Eds.). The new media and education:
their impact on society.  ‘Chicago:” Aldine Publishing Company,
1968~'417-pp"w' ‘ ‘

These papers review quant1tat1ve research in med1a usage for the
prediction and prescription of the future of/educational media.
The editors' introducticn pr0v1des an 0verv1ew of the topics,
and an orientation to the issues involved in the utilization of
media for education. The book would be a useful reference. for

~educators in evaluating media policies or programs. The '
bibliography, containing dpproximately 300 items,_includes
numerous reports of experimental and emp1r1ca1 research on
speC1f1c media and media usages An index is provided.

Rubin, L.”d. (Ed.). Improving in-service education. Boston: Allyn
and Bacon, Inc., 1971 :

This is a collection of‘papers about problems and approaches to
on-the-job learning for teachers. It is a good basic resource
book on the rationale and designs for teacher professional
deve]opment (284 pp. , hardcover)

 Ryan, "T. A., & Zeran, F. R Organ1zat1on and adm1n1strat1on of guidance

services. Danville, I1.: - Interstate Printers.and Publishers,
Inc., 1972. (ERIC Document Reproductjonzservice No. ED 069 923)

v

. The organization and adm1n1strat1on of guidance services. must be
person-oriented .and future-directed, ut111z1ng a systems approach
for developmental planning and evaluation in order to satisfy ©
demands for accountability in education. . Focusing spec1f1ca11y
upon systems analysis, ST-benafit ana]ys1s, computer-assisted*
counse11ng ‘and related services, careers for women, and career
development and decision- -making in general, the text includes
-student exerc1ses, numerous educational and guidance obJect1ves,
and an index. ' The 12 chapters deal with: (1) an overview, (2) a
systems approach to guidance management, (3) individual analysis .
services, {4) information services, (5) career development and
decision-making education, (6) p]acement and work- exper1ence,
(7) followup, (8) counseling service, (9) roles and responsi- -
bifities, (10) evaluation of guidance services, {11) functions:
constraints and actualizers, and (12) sélection criteria,
preparation, and certification of guidance personnel.

-
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Sarason, S.'B. The culture- of the school and the<prob1em of change
Boston Allyn and Bacon, Inc., 197T’ 7

An exce]]ent expT1cat1on of the 1mportance of treating the
schdol as a comp1ex social system if mean1ngfu1 change is to
occur.. :

Schein, E,’h Process consultation: its role in organization deve]op-
ment Read1ng, Ma.: Addison-Wesley Pub11sh1ng Co., 1969.

;”Th1s is a. pioneering book on the varxous types of process -
probiems (e.g. » decision-making, 1eadersh1p, 1ntergroup, member
R roles, etc.) which effect efficient™:task work in any organ1zat1on,
e " and an exp]orat1on of the various kinds of consu]tat1on that can
S he]p cope with these d1ff1cu1t1es (147-pp., paperback)

B . Y E B
Vo Ciny o/ . s, i . o
.. N »

Sch1nd1er Ra1nman, E s & L1pp1tt\ R. Team. tra1n.ng for commun1ty
f} : B change: concepts, goals, strategies and sk111s Fairfax, Va.:
- LRC, -1972. : : :

This is a case study of:a team traini ng extension course, Univer-

. sity of Calfornia, Riverside, with detailed description of
”tra1n1ng designs’ and tools, procedures for supporting team
action in the community, and evaluation of results. School sys-
tem teams were part of the program. (75 pp., paperback)

AR Schind]er-Rainman} E.,)&‘Lippitt, R.-—The volunteer community:
: i creative use of human resources. Fairfax, Va.: LRC, 1975.

With the great increase in the school volunteer movement, and

. the concern for the involvement of the community in the life of
the school, this is the first basiC book on the recruiting,
tra1n1ng, and reward1ng of vo1unteers. (148 PP- paperback)

-
Ay

i L. :
; L i

Schmuck, R. A. Incorporating survex;feedback in 0D interventions.
‘Eugene,. Or.: CEPM, University of Oregon, T973.

A thorough exp1icat1on of pr1nC1p1es to follow dur1ng formal /
data collection.- Explains how the consultant gains 1ns1ghts :
and prov1des feedback to c11ents

[

Schmuck R A., Arends, J., & Arends, R. I. Tailoring consultation ' _
in organization development -for part1cu1ar schools The School - .

~ Psychology Digest, 1974, 3, 29- 40

Ls]
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!
} ; Prov1des a step by step approach for making entry, d1agnos1ng
_mM”MM»M _ systems[ and designing interventions for schools. The sixteen
- ' guidelines treat the topics of chapter four in greater detail.

"4{” Schmuck; R., Chesler, M., & Lippitt, R. Problem solving to improve
o classroom learning. Chicago: Science Research Associates, 1966.

This resource booklet comes out of intensive consultation with
many teachers in different elementary and secondary teaching .
situations, including cross-cultural and inter-racial groups.
Procedures for involving students in diagnosing and improving
their own classroom life, setting goals, and evaluating progress
are presented. (88 pp., paperback) _

-Schmuck, R. A., & Miles, M. B. (Eds.). Organ1zat1on deve1opment in
schools.  Palo Alto, Ca.: National Press Books, '1971.
A collecticn of .empirical studies of change pr03ects using
“organization development strategies. Several of the studies’
include descriptions of entry, diagnosis, and design: procedures
(264 pp., paperback) . _ :

. Schmuck R A%, Runkel, P. 37, Saturen, S. L., Martell, R. T.,.&
Derr, C. B Handbook of organization development in schools.
Pa]o Alto, Ca.:. National Press Books, 1972.

~ The most comp]ete source of theory and. techno1ogy for consultation
using organization development strategies. Spells out a theory
of schools as social systems and, 1nc1udes questionnaires, exercises,
“and designs that can be uced.

° J/ : : —

e Schmuck R. A., & Schmuch’ P. A. A huménistic~psycho1ogy of education:
// L making the school everybody S house Palo Alto, Ca.: .National
‘/’v Press Books, 1974 _ ‘
AR . - = ~ DD o _"‘",‘ L
'/Qf This is. pra«t1ca1 1nsp1r1ng read1ng about»the bas1c pr1nc1p1es
L and methods of humane education. The approaches to learning,

-/ classroom climate, teacher role, and school building operation
i all fit together into a feasible picture of what education could -
: /7/ be for.our cT1]dren--and their parents. (387 pp., paperbach)

,ﬁ?;‘/ / Schmuck, R. A., & Schmuck, P. A. Group processes -in ‘the c]assroom

';”'f )ﬂ (2nd Ed.). Dubuque, Ia.: N1111am C Brown, 1975.
e |
i ‘ & |
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Thorough review of group dynamics literature as it applies to

the classroom as a learning group.. Includes action ideas and
hints for those who. would intervene to improve classroom climates.
(217 pp., paperback). ‘ o | :

Selden, W., & Swatt, K. A.. PEeSsﬁrés.for change in a new decade.
Journal of Business Education, 1971, 47, 24-26.

This article is an attempt to focus upon the many changes which
undoubtedly will take place and to discuss some of those issues
‘considered significant. ’
Selman, G. R. A decade of transition: the extension department%of

the University of British Columbia: 1960-1970. Occasjonal

. Papers:. in Continuing Education, No. 10, ‘April, .1975. Vancouver,
B.C.: Center for Continuing Education, 1975. (ERIC:Document

" Reproduction Service No. ED 109 488) U :

The paper describes and analyzes the changes in-the University
. of British Cqlumbia extension program in the 60's resulting from
o action by the university administration. The history of .the:
i : __program is surveyed through an examination of its three )
* directors and their accomplishments and policies. The role of ~
. the department was-to promote &nd foster adult :education in »
British Columbia.~¥The program has expanded into areas of . .
professional ¢ontifuing education and has created closer ties
with other faculties within the university. The early 60's
experienced growth, development, and increased emphasis .on
programs .for professional people. Much of the data are drawn
from-department reports and reviews. The late 60's experienced
- budget cuts and tew directions “in which nondegree work. was -
visualized as lower in priority than graduate programs. However,
the emphasis moved toward upgrading the intellectual content of
'~ . the program as well as establishing new programs designed for
' Indians and women. "Priorities under a new director were' aimed
at cooperation in policy decisions, broadening -part-time study,
developing professional continuing education, easing, budget cuts
in nondegree courses, and furthering coopération with other ,
faculties. Recommendations for the 70's include changing the
term "extension education" to "continuing education" and stress
continued response to-public interests. -

4

Shaw University. Meeting today's challenge in teacher educatiohJ
.. Raleigh, N.C.: Shaw University, 1971.  (ERIC Document
" Reproduction Service No. ED 050 022)
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This is a brief progress report on the development of a
comprehensive program-for training elementary teachers at Shaw
University which evolved out of an intensive study of the CETEM .
models. Although Shaw's redources do not lend themselves to the
development of elaborate individualized instruction modules, .
some features will be incorporated in the program. Sc:eening of
applicants on past academic performance and evidence. of rapport
with children will also be added.” Individualized instruction is
being strengthened and opportunities provided for developing
awareness, group interaction, diagnosis of individual needs, and
self-development. . Human relations skills are also being stressed,
together with profess1ona1 decision- mak1ng competencies. The
elementary teacher education program 1s being changed to meet

- (1) increased emphasis on vocational education, (2) “increased -

. . tension between education and the general public, (3).increased
attention ‘to the individual, (4) increased autonomy at each major
level of education, movement toward a more ‘interdisciplinary

: curr1cu1um, (5) increased involvement with the total environment,
*and (6) greater emphasis on relevance. in learning. The four areas
“ in which major changes must take place are. (1) professional S

laboratory exper1ences and student teaching, (2) inservice ;,/9’
training, (3) methodology and strategy, and (4) expectat1ons , ‘
and demands of the teacher.: :

. . /’ .

- Shuster, S. K., & Fay, L. C. Historical developments 1eadﬁﬁg/to change
in teacher education. V1ewpo1nts, 1974, 50 1= 22.

./’

S1eber, S. D , & lLazarsfeld, P. F: The organization of educational
research in_the United States. New York: Bureau of Applied
" Social Research, Co]umb1a Un1vers1ty, 1966, 364 pp. plus
- appendices. .

Thi's report of a study conducted among administrators of edu- n
cational research units is 1engthy and rather technical. However, "

it is an interesting ana1yS1s of leadership and its influences on
edueat1ona1 research in the un1vers1ty setting.

et

Si]Verbank F Creating the c11mate for successful 1nnovat1on
Clearing House, 1973, 47, 239 241.

. ~Author prov1des a background for William's art1c1e, "English
o " - Electives Evaluated," which appeared in the May. 1973 issue of
d - CH and which gives spec1a1 meaning to it.
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.~~~ Simon, S., Howe, L., & Kirschenbaum, H. Values clarifications a
A L handbook of" pract1ca1 strategies for teachers and-students.
»f , - New York Hart, 1972. ////’

R . -
-~ The p]ans and strateg1es to be used-by teachers in their

. classrooms can-easily be adapted by consu]tants for use in

" other-settings. T

' T :

.Simons, H.; & Daviés, D. The counsellor as consultant in the deve]op-

ment of the teacher-advisor concept in guidance. Paper presented
at the Canadian Guidance and Counselling Association Convention,

~Toronto, Ontario, June 1971. (ERIC Document Reproduction

" Service No.- ED 057 385)

Ea

. o In this article, the authors present and envisz :- the use of
) » teachers, administrators, and community dgenc: .: 1 an overall.
. guidance program.-for a particular school. Utii: ccion of this
innovation thas been:.coined. as the "teacher-advizor concept."
.The €entral- cons1derat1on of . this proposal is to view student -
i or1entat1on as the pr1mary goal and subject orientation as the
. secondary goal (i.e.; teachers must realize that the- student ‘as
_ .+ an.individual is more important than "covering the course"). _ _
S If a frlendly and concerned: (or 1nterested) re]at1onsh1p can be - | _—
_ develdped 'between each student and one of his ‘teachers (whom we/////
, . .—Tabel a "teacher-adv1sor") then many of the student/s cancerns o
s T can be handled without directly“involving a counséllor:” Any . : )
-~ s - situations which the teacher “advisor feels he. caﬁnet comfortably - ,///
~ o . -or adequately- handle could then be»referred/to a .counsellor. ,;///~“
g The mechanics of the tedacher-advisor-model (and some modifications™
of"it) are discussed with partitular emphas1s on.- p1tfa1]s,t0’ ’ :
watch for, compJacat1ons “which may arise.andthe kinds- of e

T prov1s1qns/necessary for flexibility and change o :
— . L . . . ’-.’/ - . J . . » N ‘ ‘,-/ /"/

- ////§m1th N. B. The future of our current; ‘issues in read1ng HInternationa1-‘
b ‘ Read1ng;Assoc1at1on Conference Proceedings’ Pt -2,-1968, 13 B
. ; 464-487. | e o . T

E _ Projects the ro]e of 17 current issues 1n read1ng into. the t1me ;,:
‘ . “per1od 0f~1985-2000. Suggests .humaneness as a commof denom1nator
for the future deve]opment of al] B1b11ography

;SOUtheaStern Education”Lab. Contractors“request for continued _
o . funding. . Atlanta: Southeastern Education Lab., 1970.  (ERIC
e Document Reproduction Service No. ED 057 013) [ . =

“.Ihjs~document includes‘a'summary,of/the Labbratoryfs activities )
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s _ for the year ending November 30, 1970; the Laboratory's objectives
. ~and plans; and a proposed budget for the year ending November
30,.1971. There are seven major sections: (1) an introduction
describing the Laboratory's role, specific target area of the
_educationadly disadvantaged from the early childhood years through
elementary school in Georgia, Florida, and Alabama, and process %
for engineering change, (2) the research and development processes;
(3) a Laboratory overview consisting of a detailed operations
- matrix; (4) ‘Laboratory programs including the communication skills
program, preschool program, and program support activities; (5)
budget summaries including. rationale, resource allocations, and
summaries of costs; (6) operational definitions; and (7) appendices
including the Laboratory organization charts, 1ists of governing
boards and advisory bodies, charts of cooperative relationships
for each program, the 1970 publications and reports index with
. definitions of the types of publication and a supplementary list .
‘of publications still available, and an equal emp]oyment oppor-
tunities report form.

o
!

Spaulding, 5. New developments in education for the seventies.
Paper presented at the Third International Reading Association
- World Congress on Reading, Sydney, Austra]1a, August 7-9, 1970.
(ERIC Document Reproduction Service No. ED 046 649)

Theories re]at1ng to proposed improvements in educat1on are
discussed. Changes ‘in curricula, contributions of fields such
‘as psychology, and issues currently being debated.are given
consideration. Innovative models and approaches are proposed,
and several interesting speculations are offered related to the
future of education. Following the discussion of theory, a
number of currently used programs- are described. Among them
are The Baldwin Whitehall School experiment with individualized
instruction in Pennsylvania, the Texarkana/Dorsett performance
contract, educational TV systems in E1 Salvador and the Ivory
Coast, an open university in Great Britain, and a systems,
approach to reforming Indonesian education. Several proposals
for improving teacher education are included in the final
section along with the mention of programs already rn existence.

State Univ. of New York, Albany.. The articulation of secondary and
postsecondary education: a statement of' policy and proposed
activities. Albany, N.Y.: Office of the Regents, 1974.

. (ERIC Document Reproduct1on Service No.- ED 103 759)

Y - This brief statement of policy and proposed action by the regents
: of The University of the State of New York covers a wide variety
of situations from the high school graduate who requires additional
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“‘-~‘occupat1ona] training ia noncollegiate institutions to the
: secondary schoo}~student~ﬂh9_1s_headed for college and graduate
school. A discussion of the problems—of-discontinuity is present-
ed, followed by a description of potential forces for change-—
Four broad goals of the regents are listed, and their recommen- .
dations are outlined and broken down into six areas of concern.
In order to implement these recommendations fully; action needs
to be taken at the local, regional, and state levels. The.
statement.concludes that.the articulation. process is never ]
~completed. Review and revision of procedures, reorientation of
“ personnel, and continuing communication between sectors of the
educational system are all necessary for the success of the
- articulation program. -

Stein, H. Volunteers as change agents. Adult Leadership, 1971, .20,
1 93-94, 113. L -

- P
-~

Al concerned/citizens are volunteers. Only when they organize
together-Can change be -achieved. o

— .

e - .
The]en, H. A. Education and the human gquest. Chicago: University
e of Chtcago Press, 1960. - :

: ////// One of the most exc1tang volumes for any teacher or adm1n1strator
///// ~_.-on what quality education is all about, and what it-could look
: -7 1like in action if we_"put it all together."ﬂf(228 pp. paperback)

e Thdagarajan, S. Design and deve]opment of a program for attitude
-~ . change. NSPI, 1969, 8, 10-]1 L

N /-/,"

~ Describes a program’ 1ntended to ass1st/fam11y p]ann1ng ‘workers -7

in India overcome thedir reluctance _to“use "dirty words when . .-~

teach1ng/1]]1terate villagers contraceptive techniques. Project

supported by .Health and Fam 4§7P1ann1ng Division of the USAID,
_~~New Da]hJ, Ind1a ’ ,(//) C e

o . -
s - .’//

T

T Thompson J. D. /gawﬁgs: R. W., & Avery, R. .Truth strategies and
- ' M////' university-drganization. A paper read ‘at the American Socio-
g 1og1ca}/Assoc1at1on meeting, New- York, 1960.

7
el

- T1tt1e C. K. Program priorities in teacher education. Paper present-
: ed at the annual meeting of the American Educational Research

Assoc1at1on,ﬂ£h1cago April 1972. (ERIC Document Reproduction

Service No.~ED 064:2-7) ’ o
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As part of a project te develop recommendations for program
developments in:teacher education, a number of program proposals
were developed by members of the Committee on National Program
Priorities in Teacher Education” (CNPPTE). Abstracts of the
- program proposals were prepared-and circulated to critics who
_were asked—torate separately the major ideas in the abstracts.
The purpose of the ratings was to guide the development of final
‘Committee recommendations and to assist Committee members in )
further development of individual program proposals. The list .
-.of critics to review and rate ideas was developed ‘from names
.submitted by CNPPTE members and U.S. Office of Education staff.
The reviewers represented school and community groups, school
- administrators and teachers, critics of teacher education,
- ' associations for professional groups in education, and university
. faculty and administrators. A total of 70 abstracts was mailed™
and 38 were returned. Reviewers also suggested “ideas-which they
felt had been overlooked. Results indicated three items rated
as critical concerns by 80 per cent of the reviewers: establish-
_" ment of performance-based teacher education programs, development
of measuring instruments for knowledge, skills and observation
of teaching methods and personalization of teacher training
programs. Five additional items were rated critical by at least
.60 per cent of the group. Additional suggestions and concerns
are included. (Related Document 005 318? .

Trump, J. L. The mythology and reality of change: from the vantage
of the model schools project. North Central Association Quarter-
ly, 1974,-48, 301-305. ° ; o~ .

Article provided an outline of some of the factors that influence
change with the goal that others.may profit from these experiences,
or at least, think more deeply about what they are doing.

o

Tuma, M. R. Implementing a program in'deve]opmenta]'guidancé and
counseling. Personnel and Guidance. Journal, 1974, 52, 376-381.

The author applies the term "change agent" to the counselor and -
tells how one goes about making major changes in a school or .
other social system. She describes her early frustrations, her
exposure to a "theory" of change, and the step-by-step appli-

. cation of the same--including how her plans had to change to
meet the changing real ty. X

U.S.  Commission on Civil Rights. National Conference on Edua]
Educational Opportunity. (#0-296-941). wWashington, D.C.:
U.S. Government Printing Office, 1968, 806 pp. ‘

.~
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Vance, J. C. National institute on the role of youth organizations
in vocational education, Lawrenceville, Pa., August 11-15, 1969,
final report, part II. Trenton, N.J.: New Jersey State: Dept.-
—~of Education, Division of Vocational Education, 1971.
~ (ERIC-Document Reproduction Service No. ED 058 463)

Supervisors, educators, and students' from .40 states.and Puerto
Rico participated in an institute designed to communicate-new
concepts:- and procedures in vouth organizations ‘to potential
change agents. Through participafﬁbnfihifagk<f§rce\ag;ivities,
institute members: (1) developed guidelines and models;~(2)_

identified commonalities, (3) determined leadership activities, ~— ..

(4) defined areas of research, and (5) explored the guidance,
evaluation, and cost ‘benefit aspects of vocational education
youth organizations. ' Also, participants developed individual
programs of action for implementation in their home setting.
To determine progress made in implementing the programs of
action, a followup survey gathered information on such points
as: (i providing training for educators, (2) training students
for leadership, (3) promoting junior. high involvement, (4)
improving public relations, (5) enrolling handicapped and disad-
" vantaged, and (6) doing research on student outcomes. A
significant finding of the survey was that only a few participants
had-initiated activities to enroll handicapped and disadvantaged
students in vocational education youth organizations. A followup
institute was recommended to deal in greater depth with identi-
~+ fied problem areas. Part I of this report is available as ED
N 044 527. ) : -

Walton, R: E. }Intg[persona1 peacemaking: confrontatiens and third- -
party consultation. Reading, Ma.: Addison-Wesley, 1969.

~

Another book in the Addison-Wesley series, this one provides
guidelines and principles for those who iieio others surface and
- manage conflict. - : :

- Wanous, S. J. Secondary school programs. National Business Education

- Yearbook, 1970, 8, 310-315.

Watson, G. (Ed.) Change in school systems.. wQshingtoh, D.C.:
National Training Laboratories, 1967.

Includes descriptions of schools as social systems with
particular properties, a strategy for changing school systems,
and a description of the change-agent role within school systems.

126 |
RECRE.

) Th—



: Watson, G. (Ed.).. Conéepts'fO} social ché;gé waéh1naiﬁﬁ;‘D'C -
' Cooperat1ve Project for Educational.Development by Nationa] L~
‘ - Tra1n1ng Laborator1es. NEA, 1967, 115 Pp. ‘

o This book 1s one -of 2 vo]umes produced by COPED for "the ,
R , exploratory development of models of planned change in education.’
o o~ It attempts to develop the core ideas about planned change with '

' emphas1s on. resistance to innovation and strategies for planned
change.. No.index is provided, yet many of the chapters con+a1n

: . bibliogra h1es wh1ch may prove hel fu] o I
\ . . g p y p 7__~_____‘_‘~p - E e s e ,._.—- ——«:‘-"_‘ . .
- wedemeyer3 G-~A. The open school: education's Runnymede? Educational

' el Technology, 1972, 12, 65-68.

A discussion of the concept. of open'educat16n, of its treat to
traditional education, and of.possible barriers to the implemen-
tation of an open education system :

[$)

Westby-Gibson, D. Inservice education--perspectives for educators.
Berkeley, Ca.: Far West Lab., for Educational Research and
Development, 1967. (ERIC Document Reproduct10n Serv1ce No. - .
ED 015 161) P

This review of current literature on inservice education covers

- 184 items ranging from newspaper articles through journals to
books and fugitive materials during the 1950-1967 period.
Research is discussed in terms of the social setting in which

.~ the school is placed and the setting the school produces.
The interactions between teacher and school are considered.

" The foregoing 'is then related to the processes of change in the
school. Under the rubric of recent innovations that aid edu-
cators in inservice education practices, various new practices -
and devices are discussed, such as the useof (1) systems
analysis, (2) interaction analysis, (3) microteaching, (4)

Csensitivity training, (5) various electronic.media, from movies

" to computers, and (6) the diversification of staff.and its duties.
The problems of decision-making and leadership in inservice

~programs are dealt with, with emphasis on sound preparation and

: . rigorous evaluation. The teachers of the disadvantaged are seen
e 7. as a specia] case, need1ng sensitizing to their particular
+ clientele. - There is an extensive b1b11ography, and appendices
dealing with (A) research in new media for inservice education

g o (presented in tabu]ar form) and (B) a comparison of- vzdeotape

and f11ms

What schools are doing. Natﬁona] Schools, 1970, 85, 54—58;
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Experimenting with curriculum shifts, expanded computer r~ies,
_ new plans fer student involvement, and specialized guidance
T programs, individual schools are turning up some- thoughtful
and effective -solutions for old classroom problems.
L Williams, R. C. IMTEC--&n international change strategy. UCLA
Vo : ‘Educator, 1974, 17, 10-14. . e

D1scussed the'development'cf a-project entitled International
Management -Training for Educational Change, which focused on
,educational innovation and:-on sharing information among countries.
- . ) \\

’ ’ ) . ) \
Winters, P. R. Are we accepting the cha]]enge to change? Agr1cu]tura1_w
; Education Magazine, 1970, 43 87. wm T B

_ ' wcodring, A. Jd. Estab]ishing an individua]ized reading program-
. rhetorical and analytical approaches, -upper elementary grades
r ' / {ERIC Document Reproducc1on Service No. ED 019 188)

 hensive individualized read1nq program are presented. The
assumption -that:.if ‘the experiences are pleasurable, the child
/ ~will continue to read is basic-to the total approach. The
i structure of the program and procedures for determining the
2 ' child's recreational, instructional, and frustration reading
/ " . levels are described. -Directives are given for pupil orientation
/ and for teacher guidancé of the individualized apprqach. Plans
./_ - provide for reading materials, skill-building exercises, small
group instruction, and conferences for the evaluation of pupi]
" progress. Samples of records, skill-building exercises, and
directjons for implementing them are included.

/ B Rhetor1ca1 and ana]yt1ca1 aﬁproachec for establishing a compre-

f Woods, T. :E. The administration of educétfoné] innovation. Eugene,
] + Or.: Bureau of Educational Resear:h, School of Education,
' Un1vers1ty of Oregon, ]967 61 pp- ‘

‘ Woods describes the process of planned charige from the point of
i .view of the school superintendent. It is presented in a style
: that is.very.easy to comprehend, yet despite its simplicity
it is a complete description of the change process. There is
no index, yet the bibiligraphy is geared specifically to the
o prac¢titioner. There are many references to quant1tat1ve research
T studies. The concluding chapter consists of a series of one-
' liners wkich summarize the points made throughout the monograph
wh1ch may be used as a framework for change p]ans

©
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Zaltman, G., Duncan,-R., & Holbek, J. Innovations and organizations.

‘New-York:  John Wiley and Sons, 1973. - L
' ‘Zaltman, G., Kotler, P., & Kaufman, I. Creating social change.
New York: Holt, Rinehart, and Winston, Inc., 1972.
Zeeﬁ}mffmwfﬁéllndién and the Ph.D., a run-down on a kind of education.
. Northian, 1969, 6, ‘]8-2] . T . ’
/”.// |
/.

129

123 .




